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FOREWORD 


Tuis is the second in a series of books by Professor Elton Mayo, 
now planned to be three in number. Jointly they will present 
selected aspects of over a quarter-century of clinical research in 
industry. This research has been carried on in an effort to get a 
better and more fundamental understanding of human relations— 
that most neglected of subjects—and how to improve them. These 
books present also Mayo’s mature reflections based on long self- 
training and clinical experience with individuals in a great 
variety of social environments before he began the study of men 
and women in industry. As a result of his earlier work, when he 
turned his attention to industry he brought to his studies, “. . . 
first, intimate, habitual, intuitive familiarity with things; secondly, 
systematic knowledge of things; and thirdly, a useful way of 
thinking about things’’, which the late Lawrence J. Henderson 
considered the basic necessities for objective clinical study of a 
new field. 

For about twenty years Mayo has been senior professor in the 
Department of Industrial Research in the Harvard Business 
School. The research conducted by this Department, by him and 
his co-workers in industry and in the School, has always been 
first-hand, clinical studies of concrete industrial situations. The 
history of this twenty-year programme has been a history of 
steadily increasing insight. 

In his first comprehensive report on this industrial research, 
The Human Problems of an Industrial Civilization, published in 1933 
(reprinted in 1946), Mayo broke new ground in methods of study- 
ing and securing better understanding of individual workers in ~ 
relation to their industrial jobs and of ways to improve their sense 
of well-being on the job. This report was followed by more 
detailed accounts! of a five-year experiment conducted at and by 
the Western Electric Company, with the advice and collaboration 
of Mayo and his associates. All these accounts involved recogni- 
tion of the importance of social groupings and of teamwork as well 


1T. North Whitehead, of the Business School Faculty, in The Industrial Worker, 
ord ae Mass., Harvard University Press, 1938), and F, J. Roethlis , of the 
: School Faculty, and William J. Dickson, of the Western Electric pany, 
in Management and the Worker (Cambridge, Harvard University Press, 1939). 
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as of the individual worker; Whitehead’s ai ba sed 
fal statistical analysis of unique recor ds of the en 
the Western Electric Company, threw strong light on the 
cance of the social factors which affected the experimental gro 
Roethlisberger and Dickson’s book brought out the importance o 
the same factors. Nevertheless, the net result of the three reports 
as they came to the interested reader, was emphasis on the indi- 
vidual, including of course emphasis on him in his socia] 
Bee cient report, published twelve years later, Mayo’s 
emphasis changes, not to exclude the individual, but to stress the 
importance of groups and methods of understanding the behaviour 
of groups, whether formally organized and recognized by manage- 
ment or self-constituted, informal organizations. The significance 
and even the existence of the latter are generally overlooked by 
management and often even by workers themselves. The report 
brings to the fore the problem of securing group collaboration in 
the essential activities of industry. It also points out the increasing 
significance of this problem, which results from rapid technological 
progress and the ensuing frequent changes in the human associa- 
tions of the worker while he is at work. This progressive destruc- 
tion of old, technical skills receives inadequate attention by 
management. The difficulties are, of course, intensified by the 
progressive destruction of neighbourhood life and by the constant 
loosening of the stabilizing influences which surround us in what 
Mayo refers to as an established society. These again result in large 
part from the impact of applied science on the lives men lead in 
industry and of significant developments such as the automobile 
on their lives when they are not at work. 

Here also Mayo gives us instances where industrial adminis- 
trators have succeeded in making factory groups so stable in their 
attitudes of group co-operation that men in the groups explicitly 
recognized that the factory had become for them the stabilizing 
force around which they developed satisfying lives. This accomp- 
lishment was achieved in spite of technological changes within the 
2 plant and social chaos in the community outside. Thus Mayo 
a shows us for the first time in the form of specific instances that it is 

_within the power of industrial administrators to create within 
ustry itself a partially effective substitute for the old stabilizing 

t of the neighbourhood. Given stable employment, it might 
(as of the small town during most of our national 
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life) a socially satisfying way of life as well as a way of makin 
living. 

This seems a far cry from the existing warfare between labour 
and management and the growing hatreds and prejudices which 
distress us. Yet unless we can regain in this heterogeneous indus- 
trial civilization the capacity to live our daily lives in something 
like mutual understanding that provides for individual differences, 
unless we can learn how to adapt our civilization to constant 
change, we shall not maintain essential stability in the domestic 
scene, nor become an effective force for peace in the international 
field. Surely our current situation at home can hardly impress 
Mr. Stalin as an indication that we will be a lasting influence for 
peace abroad. We show few signs of having solved the problems 
of an adaptive civilization competent to deal with constant techno- 
logical and social change. 

Mayo has a job of study and interpretation yet to do. We need 
the more complete development of his tantalizing suggested study, 
The Political Problems of an [Adaptive] Industrial Civilization. When 
it comes, I hope it will involve not only the problems of a demo- 
cratic state and effective collaboration within it, but more atten- 
tion to similar problems which exist in securing collaboration in 
the huge aggregations of men and things inherent in mass produc- 
tion industries where high technological efficiency is struggling 
constantly against increasing social disintegration, both within 
_and without the industries involved. 

And there is an educational job to be done both within industry 
and in our schools and colleges, a job on which Mayo himself and 
his associates at the Harvard Business School under his leadership 
have already gone far to prove that important accomplishments 
are possible. 


WALLAcE B. Donia. 
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Dr. Watiace B. DonHAM 
Professor of Administration 
Harvard University 


My DEAR DONHAM: 

Here is the book you demanded before I should put off the 
responsibilities of office. It is not in any sense a complete account 
of the work done since you and I—you were then Dean of this 
Graduate School of Administration—agreed that a research study 
of human behaviour and human relations was eminently desirable. 
Such a study, if made without presuppositions other than those 
justified by biology or by the human aspect of clinical medicine, 
might, we believed, be more productive than a direct attack on 
labour relations. It is twenty years since our conversation in New 
York, and our venture began the next year—mid-1926—at 
Harvard with the support of the Laura Spelman Rockefeller 
Memorial, later The Rockefeller Foundation. Almost immedi- 
ately we were joined by Lawrence Henderson, Arlie V. Bock, and 
D. B, Dill of the Fatigue Laboratory. In 1927, F. J. Roethlis- 
berger began his valuable study, as yet unpublished, of the Har- 
vard student and his difficulties. To include this work, the Western 
Electric study, and the many and various achievements of the 
Fatigue Laboratory—some still military secrets—has been imposs- 
ible; I have been compelled to follow a single track, to trace the 
development of a single complex illumination of our studies, and 
to set down, as best I could, the importance that I believe this 
illumination possesses for our war-torn world. 

The scene has changed tragically since we first talked of these 
matters in 1925. At that time the United States, or some of its 
would-be leaders, believed that a general level of prosperity had 
been established, that the problem of recurrent depressions had 
been conquered. Most of us believed, or at least hoped, that the 
League of Nations at Geneva had set to work seriously, and with 
humility, to substitute peace and wisdom for war and national 
self-assertion. The problems of industry did not seem to imply 
_ any covert threat to constitutional methods of reform. There was 
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“a ton of a barbarian attack upon the found 

no expectalt In brief, society, here as elsewhere, was totall 

ee a facie that followed the fateful year of 192 

prepared for having passed through a major depressian and the 
ae SL cnity has known, we face a world pitifully 


i é€ war 7 4 
a Aaa Europe cities reduced to rubble and utter human 
changead— . 


, : ‘fic islands, an awakened and uncertain 
chaos; . ee ecparel for the heavy responsibilities that 
aa In Eastern Europe, as in China, the peasant, thoroughly 
roused from his passivity and seeming content, is demanding a 
higher standard of material living. And, as ever in the primitive 
human, he believes that it is to be had for the asking, if the asking 
be sufficiently vociferous. A higher standard as something con- 
stantly re-created or earned is not within his comprehension; if it 
is not forthcoming, he will easily be persuaded that someone— 
American or plutodemocracy or capitalist—is deliberately with- 
holding it from him. 

There are those—perhaps radio commentators—who seem to 
imply, by their enthusiastic advocacy of ““democracy”’, that some 
one of the many forms of representative government will act as a 
magic talisman—will aid a people, however lowly its civilization, 
to sort out and solve the problems of co-operation successively and 
systematically. Unfortunately for this theory, there are at least 
three limiting conditions that determine the applicability in a 
given instance of the forms of democratic government. These are: 

First, there must be a sufficiently general standard of technical 
skill and literacy. Perhaps this qualification did not wholly apply 
to those periods of, for example, English history when the literate 
and scholarly caste was for the most part religious. In such times 
the political power exercised by the priestly class was very limited, 
at any rate in England; and the actually powerful and technically 
accomplished class, though perhaps more experienced in adminis- 
tration than the commonalty, was not generally literate. But ina 
modern and industrial society ultimate decisions, if they are to be 
reasonable and progressive, must vest in groups that possess both 
technical and social understanding. This requirement does not 


a by any means exclude workers and their representatives from 
_ Participation, although it might possibly exclude from active 


Participation those sections of the le i unk in 
pL Bohan gal profession that are sun* 

outdated and verbal theories of sovereignty. In effect, this claim 
io disstiog cata of effective skill and literacy merely announces the 
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rather obvious fact that an adaptive society cannot be controlled by 
any but adaptive persons. And this again implies a need for greatly 
improved concepts of training and education, and equally im- 
proved methods. Personal adaptability is not achieved except by 
experience and education. Routine training sufficed for an 
‘“established”’ society; it cannot fulfil the requirements of a world 
created by modern science and technology. 

Second, representative government does not work satisfactorily 
for the general good in a society that exhibits extreme differences 
in the material standards of living of its various social groups. 
This prerequisite is especially true when the more lowly classes 
work very hard for a maintenance that is actually insufficient for 
their organic and social needs. History abounds in instances: the 
France of the later eighteenth century or England of the early 
nineteenth. Wisdom dictates a sufficiently high standard of 
material living throughout a society as a prerequisite of demo- 
cratic institutions. England recognized this need during the war 
when she assured to every child, whatever its social or financial 
status, an adequate supply of the necessaries of life. 

Third, representative government cannot be effectively exer- 
cised by a society internally divided by group hostilities and 
hatreds. There is grave danger that sheer ignorance of adminis- 
trative methods in the political and industrial leaders of the 
democracies may give rise to increasing disabilities of co-opera- 
tion. Stanley Casson points out! that stasis—the inability of 
functional groups to co-operate and a consequent mutual hostility 
—has been the historic destroyer of great civilizations. 

During a minimum period of fifteen years, Russia has struggled 
to lift the primitive population of a vast geographical area in 
eastern Europe and northern Asia to a level of technical skill and 
cultural literacy that could not have been accomplished by so- 
called democratic methods in many generations. On the verge 
of considerable success in achievement of the arts of peace, she was 

_ attacked by barbarian German hordes and her chief triumphs 
_ Tuthlessly destroyed. With the considerable material aid of the 
_ United States and England, Russia rallied to defeat and drive 
ut the invader; and with the military aid of her allies, she has 
in the destruction of the German in his own 
Hitler said could never be subjugated by 
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It evident that in this achieve- 
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tion of her varie 


ured the spontaneous and wholehearte d 

d groups of peoples; and this result 
wholly credited to the national oan — : 
gency was obviously extreme. Natura y — es e, itis 
Russia that manifests unease at loose talk of ““democratic methods 


+t is the Russian who realizes most clearly the importance of the 
three limiting conditions named, And differences at the San 
Francisco Conference were based upon the observation of com- 
pletely different types of social situation, In England and the 
United States, the level of technical skill and general literacy is 
high; it is based upon nearly two hundred years of scientific and 
technical development, upon a century of discursive reading by 
the general population. In Russia this is not so; her hold upon 
technical skill and literacy must be regarded by her as still 
tenuous. Whether Russia, as she develops the arts of peace, can 
also develop at equal step toward democracy and popular control 
must remain for the present an open question. 

But what is the real implication of the word democracy about 
which the Anglo-Saxon civilizations discourse so endlessly? The 
difference between English-speaking democracy and all other 
forms of government is important and profound. All other forms 
of government are monophasic; democracy alone is polyphasic. 
Other forms of government, from imperial Rome to the debased 
fascism of Mussolini, could be represented in an engineering blue- 
print—authority concentrated at the top, lesser authorities func- 
tioning down the scale only by permission or a delegation of 
authority from the top. “The great Leviathan of Hobbes, the 
plenitudo potestatis of the canonists, the arcana imperii, the sovereignty 
of Austin, are all names of the same thing—the unlimited and 
illimitable power of the law-giver in the State, deduced from the 
notion of its unity. It makes no difference whether it is the State 
or the Church that is being considered.” ! 

In the democracies there is no such final concentration of 
authority at the top; theoretically the locus of authority moves 
from place to place according to the demand of the situation. 
Democratic forms of government are immeasurably superior t0 
all other forms, from monarchy to communism. Whereas all 
oes — are medieval and rigid—authority central, whether 

H g or the Law—the democratic form approximates 


1 John Neville Figgi ; q 
wae fe Co., 1913), P. 79. Figgia, Churches in the Modern State (London, Longmans, Green 
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very nearly to the norm of human and social development. During 
4 national emergency—depression, war, pestilence, flood, famine 
_the central authority must assume powers, for the time being, 
as arbitrary as those of a tyrant. But when the emergency passes, 
the central control is relaxed and the locus of authority again 
passes to the peripheral organizations; for it is always in the 
informal groups at the working bench and elsewhere that spon- 
taneity of co-operation originates. The central and peripheral 
authorities thus supplement and complete each other—logical and 
purposive control from above, spontaneous and co-operative 
control from below. Historically speaking, the great democracies 
represent a quest for wisdom in control rather than authority, an 
attempt to set the locus of decision in any difficulty approximately 
where the situation demands that it be placed. So a wise adminis- 
trator frames his policy, and even in modern industry one finds 
such administrators. Full expression by the groups affected is as 
important as a logical and purposive scheme framed by the few 
who possess high technical skill. For a society must secure the 
effective participation and co-operation of everyone in addition to 
the contrivance of technical advance. 

Effective co-operation, then, is the problem we face in the 
middle period of the twentieth century. There is no “ism” that 
will help us to solution; we must be content to return to patient, 
pedestrian work at the wholly neglected problem of the determin- 
ants of spontaneous participation. The periodic elections of the 
democracies are but a primitive and crude sketch of a society in 
which the locus of control shall move in accordance with the 
dictates of wisdom and understanding. In these matters our 
political leaders, our scientific leaders, have failed us; we must try 
again. 

Political leadership is not extensively discussed in this book, 
although Chapter II, “The Rabble Hypothesis’’, indicates defects 
mM our political as in our economic thinking. It is, however, my 
hope that we may at some time publish a study of the political 
Problems of an industrial civilization, 

; The application of scientific methods to the study of social 
“tuations, calls however for preliminary comment before it is 
Possible to place on record the findings of clinical method in 
y- Chapter I, “The Seamy Side of Progress’’, accordingly 
ntion to the unbalance in systematic studies—the 
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n both to our achievement and 
failure. We d how to destroy scores of thousands 
human beings in a moment of time: we do not know how systema- 
tically to set about the task of inducing various groups and nations 
to collaborate in the tasks of civilization. - 
It is not the atomic bomb that will destroy civilization. But 
stroy itself—finally, no doubt, with bombs 


civilized society can de 
__if it fails to understand intelligently and to control the aids and 


deterrents to co-operation. 
Your own discussion of education for responsible living indicates 


the path that we must travel. 
Yours most sincerely, 


October 1, 1945. E.tton Mayo 
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THE SOCIAL PROBLEMS OF AN 
INDUSTRIAL CIVILIZATION 


(October rst, 1945) 


PART I: SCIENCE AND SOCIETY 


CHAPTER I 


THE SEAMY SIDE OF PROGRESS 


Tue Victorians were very sure of their progress—of its reality and 
beneficence for humanity. In the 1890’s a small book was pub- 
lished, a “‘school reader’, entitled The Nineteenth Century; it told 
with pride of man’s triumphs over circumstance during a century, 
it implied that at last man was becoming master of his fate. And 
the sequel for us, fifty years afterward, has all the character of 
Greek tragedy on a scale hitherto unknown. Man inspired by 
small success to wanton presumption—tBerc—has called down 
upon himself the wrath of the gods. His fine intentions, his 
grandiose plans, have in thirty years been reduced to chaos; his 
magnificent buildings, to dust and rubble. And man himself has 
done it; by way of those advances in science that were to give him 
perfection, he has achieved mainly destruction, desolation, misery. 

But there were contemporaries who saw that this same progress 
had its underside, its very seamy side. Artistic protests, for the 
most part ignored, were numerous. One of the most vigorous 
statements was made by Mr. H. G. Wells in his New Machravellt. 
Writing in the year 1910 of the changes that progress had brought 
to the village of Bromstead—probably Bromley in Kent—he says: 


The whole of Bromstead as I remember it and as I saw it last— 
It is a year ago now—is a dull useless boiling-up of human activities,- 
an immense clustering of futilities. It is as unfinished as ever; the 
builders’ roads still run out and end in mid-field in their old fashion; 
the various enterprises jumble in the same hopeless contradiction, 
if anything intensified. Pretentious villas jostle slums, and sculleries 
Sape towards the railway, their yards hung with tattered washing 
unashamed; and there seem to be more boards by the railway every 
time I pass, advertising pills and pickles, tonics and condiments, and 
: ‘Such like solicitudes of a people with no natural health or appetite 
eft in them. _ 
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His general characterization of the chaz 
country village to slum and chaos runs as folloy 


I suppose one might have persuaded oneself t! 
the replacement of an ancient tranquillity, or 


balance, by a new order. Only to my eyes, qui { by mas 
father’s intimations, it was manifestly no order at all. It was a 
multitude of incoordinated fresh starts, each more sweeping and 
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destructive than the last, and none of them ever worked out to a ripe 

and satisfactory completion. Each left a legacy of products— 

houses, humanity or what not—in its wake. It was a sort of progress 
that had bolted; it was change out of hand, and going at an unpre- 
cedented pace nowhere in particular. 

As one runs by train into Pittsburgh or Philadelphia through 
country that still suggests pleasant rolling hills and woods with 
running streams, one can easily lapse into a similar vein of reflec- 
tive thinking. And this is reinforced by the presence in trains and 
hotels of strange groups of men that one never meets elsewhere in 
this great country, except in trains or hotels. Cigar in corner of 
mouth, each talks incessantly of dollars. To the artist’s eye, some- 
thing was decidedly askew in the actual Victorian progress; and 
that something continues to this day. It is as though man himself 
is not expected to progress, but only his material surrounding, his 
bodily comfort; and the high gods exact as price turmoil, con- 
fusion, chaos—and, finally, internecine war. 

Another artist, who was Prime Minister of England, was almost 
prophetic: 

- . . amid arts forgotten, commerce annihilated, fragmentary 
literatures and populations destroyed, the European talks of pro- 
_ gress, because by an ingenious application of some scientific acquire- 
_ ments he has established a society which has mistaken comfort 

- for civilization!. 
_ But vision of the seamy side of progress was not confined to 
ts. One might say of recent history that each successive decade 
ight a competent observer to warn us of our failure 
_ to consider the effect upon him of all this progres: 
ings, Cassandra-like, have passed unheeded; it has 
y—catastrophe, indeed—to call our attention 
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1, Tancred, quoted from John Neville 
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professional work, early in the nineteenth century, took him 
widely through the length and breadth of Europe. As early as the 
year 1829, he had come to doubt whether rapid technical and 
industrial development was altogether beneficial to the various 
European communities in which he worked. For twenty-five 
years, with this in mind, he made careful observations of the living 
conditions, broadly conceived, of the many diverse groups of 
workers with whom he was associated. These observations extend 
from the steppes of Eastern Europe to the Atlantic shores of 
France; they are recorded in six volumes published between the 
years 1855 and 1879. It is a fact significant of our continued 
disregard of the human-social problem that these volumes have 
never been translated into English and are probably known only 
to those academic students of society who are ill-equipped to 
assess their practical importance. 

His general finding is that in simpler communities, where the 
chief occupation is agriculture or fishing or some primary activity, 
there is a stability of the social order that has ceased to characterise 
highly developed industrial centres. In these simpler communi- 
ties every individual understands the various economic activities 
and social functions, and, in greater or less degree, participates in 
them. The bonds of family and kinship (real or fictitious) operate 
to relate every person to every social occasion; the ability to 
cooperate effectively is at a high level. The situation is not 
simply that the society exercises a powerful compulsion on the 
individual; on the contrary, the social code and the desires of the 
individual are, for all practical purposes, identical. Every member 
of the group participates in social activities because it is his chief 
desire to do so. 

Le Play’s finding with respect to the modern and character- 
istically industrial community is entirely contrary. He finds in 
such communities extensive social disorganization: the authority 
of the social code is ignored, the ties of kinship are no longer 
binding, the capacity for peace and stability has definitely waned. 
In these communities, he says, individuals are unhappy; the 
desire for change—‘‘novelty”—has become almost passionate, 
and this of itself leads to further disorganization. Indeed, Le Play 
feels that the outstanding character of an industrial community 
18 a condition of extensive social disorganization in which effective 


ite Boece velopment of this point, see Wallace Brett Donham, Education for Respons- 


University Press, 1944), Chap. V. 
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communication between individuals and or. 
the capacity for spontaneous and effective coc: d, and 


quently failed also. These observations wer, 'S Conse. 
engineer—himself a competent technician] ' rained 
France, and, for that matter, every industrial socie: country, 
ignore his warnings. “lely chose to 


Remarkably similar observations were made toward the 

the nineteenth century in France by Emile Durkheim ert of 
the French school of sociology. In his study of suicide p, ag . 
in 1897, he showed that, in those parts of France SEM areas 
industry had developed rapidly, a dangerous social disunjt en 
appeared that diminished the likelihood of all individual] or f at 
collaboration. He says that the difference between a aie He 
technically developed centre and the simple, ordered communit 
is that in the small community the interests of the individual #3 
subordinated, by his own eager desire, to the interests of the group. 
The individual member of this primitive society can clearly 
anticipate during infancy and adolescence the function that he 
will fulfil for the group when adult. This anticipation regulates 
his activity and thinking in the adolescent period and culminates 
in a communal function and a sense of satisfaction when he is 
fully grown. He knows that his activities are wanted by his 
society, and are necessary to its continued life. He is throughout 
his life solidaire with the group. 

During the nineteenth century, the rapid development of 
science and industry put an end to the individual's feeling of 
identification with his group, of satisfaction in his work. Durk- 
heim develops this in some detail: no longer is the individual 
solidaire with a geographical locality and with the people in tt. He 
leaves the family for school and education. It is unimportant 
whether this involves geographical movement or no; the signifi 

cant modern innovation is that the family tie is weakened and, 
group relation 1s sub- 


ted for it. An improved standard of general education i ; 


find work. 
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lost all sense of social relationship or obligation—the melancholic, 
the suicide, the “lone wolf”, or the criminal. Even in those 
instances where the quest for group relationship finally succeeds 
_fortunately still a majority, although diminishing—the indi- 
vidual is not equipped by experience immediately to understand 
the nature of social relationship. And his group consequently 
represents a lower level of unity and obligation to the common 
purpose than the primitive. 

In a modern industrial society we consequently find two symp- 
toms of social disruption. 

First, the number of unhappy individuals increases. Forced 
back upon himself, with no immediate or real social duties, the 
individual becomes a prey to unhappy and obsessive personal pre- 
occupations. Long ago, Bishop Butler said, “. . . a man may 
have all the self-love in the world and be miserable’. 

Second, the other symptom of disruption in a modern industrial 
society relates itself to that organization of groups at a lower level 
than the primitive of which I have already spoken. It is unfor- 
tunately completely characteristic of the industrial societies we 
know that various groups when formed are not eager to co-operate 
wholeheartedly with other groups. On the contrary, their attitude 
is usually that of wariness or hostility. It is by this road that a 
society sinks into a condition of staszs—a confused struggle of pres- 
sure groups, power blocs, which, Casson claims, heralds the 
approach of disaster. 

In the last part of his book, Durkheim concedes that the suc 
cessive creation of larger economic units by the coalescence of 
smaller units has enabled civilization to give its citizens greater 
material comfort. But he echoes Le Play’s insistence upon the 
compensating disadvantage; step by step with our economic pro- 
gress there has been a destruction of individual significance in 
living for the majority of citizens. ‘What is in fact characteristic 
of our development is that it has successively destroyed all the 
established social contexts; one after another they have been 
_ banished either by the slow usury of time or by violent revolution, 
_ and in such fashion that nothing has been developed to replace 
.” 2 This is a clear statement of the issue the civilized world 
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of things, he Says, since social life must organize itself a 
fashion, there becomes manifest a tendency for the oie “8 
absorb into itself all organizing activity of a social character. But 
the State cannot organize the intimate daily life of its citizens 
effectively. It is geographically remote from the majority, and 
its activity must be confined to something of the nature of general 
rules. The living reality of active, intimate collaboration between 
persons must forever lie outside the sphere of political control. 
The modern industrial society consequently moves always 
in the direction of an ineffective State authority facing “a 
disordered dust of individuals’”.! I shall return to this topic in 
Chapter IT. 

Let me comment again that neither the six volumes of Le Play 
nor Durkheim’s volume on suicide have been translated into 
English. Their warnings have been ignored; their findings were 
too remote from the naive exuberance of physicochemical and 
technical development. Yet, if we look at the civilized world 
since the fateful year 1939, we cannot feel that this peaiect. we 
wise. These earlier studies tend naturally enough to look a 
at the life of simpler communities with regret; they tend Ea : 
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nor in an industrial unit can such neglect lead to anything but 
disruption and catastrophe. Historically and traditionally our 
fathers worked for social co-operation—and achieved it. This is 
true also of any primitive society.! But we, for at least a century 
of the most amazing scientific and material progress, have 
abandoned the effort—by inadvertence, it is true—and we are 
now reaping the consequences. 

Every social group, at whatever level of culture, must face and 
clearly state two perpetual and recurrent problems of administra- 
tion. It must secure for its individual and group membership: 

(1) The satisfacticn of material and economic needs. 

(2) The maintenance of spontaneous co-operation throughout 

the organization. 

Our administrative methods are all pointed at the materially 
effective; none, at the maintenance of co-operation. The amazing 
technical successes of these war years show that we—our engineers 
—do know how to organize for material efficiency. But problems 
of absenteeism, labour turnover, “‘wildcat’’ strikes, show that we 
do not know how to ensure spontaneity of co-operation; that is, 
teamwork. Indeed, had not the emergency of war been com- 
pelling and of personal concern to every least worker, it is question- 
able whether the technicians could have achieved their manifest 
success. And, now that the urgency is diminished, the outlook for 
continued co-operation is not good. There is no active adminis- 
trator of the present who does not fear that peace may see a return 
of social chaos. 

The problem of co-operation, to which I shall address myself 
in all that follows, is far more difficult of solution with us than 
in a simple or primitive community. And most certainly we shall 
not solve it by ignoring it altogether. In a simple society, the 
extent of change from year to year, or even from century to 
century, is relatively small. Traditional methods are therefore 
brought to a high degree of perfection; almost from birth dis- 
ciplined collaboration is drilled into the individual. But any 
study of such simple societies, whether by anthropologists or. 
sociologists, possesses small relevance to the problems that so 
sorely beset us now. In these days of rapid and continuous change, 
the whole conception of social organization and social discipline 
must be radically revised. And, in this, the so-called “radicals” 
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Two writers have recently emphasized the fact that an industry 
or, for that matter, the larger society, is a co-operative system. 
The one book is a highly technical treatise on organization;! the 
other is, in a sense, a popular version of some findings of the 
Western Electric Company’s Hawthorne experiments.? But both 
alike realize clearly that the change from the village or small 
town type of social economy to the city or industrial centre type 
has occurred without attracting the attention of intelligent 
management. And the consequence of this failure to take due 
account of a fundamental and important change is not merely 
that village Bromsteads proliferate outwards, becoming dirtier 
and more chaotic with the passing years. It is a consequence also 
that the human capacity for eager collaboration continuously and 
rapidly deteriorates, so that we develop, within a nation or as 
between nations, not only toward chaos but also toward anarchy. 

An eminent contemporary historian states the issue thus: 


The growing complication of modern mechanized civilization, 
especially in the more highly industrialized countries, demands a 
correspondingly higher degree of organization. This organization 
cannot be limited to the material elements in the complex, it extends 
inevitably to society itself and through society to the ethical and 
psychological life of the individual. Hence the historical trend has 
been from politics to sociology. Problems which were a century ag° 
regarded as purely political became economic in the second half of 
the nineteenth century and during the present century have become 
sociological and psychological ones. But public opinion as yet 18 not 
fully aware of this change. Society is adapting itself as it wer“ 
unconsciously and instinctively to the new conditions, and much 0 
the tension and unrest of the present time is due to the inadequacy 

_ of our inherited stock of social traditions to cope with the pete 
__ Of the situation, and the difficulty of squaring the already emer8P 
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system, of social organization with political theories and soc) 

doctrines to which we still consciously adhere, but which are to 

great extent irrelevant to the modern situation. ' 

One can simplify this statement by adding that observation of 
modern industry during twenty-five years justifies the assertion that 
there is an unrealized difference between two principles of social 
organization—the one, that of an established society; the other, 
that of an adaptive society. With the organization of an established 
society, we are all familiar; it has been bred into the blood and 
bone of every one of us—even if the process, in Dawson’s phrase, 
has been “unconscious and instinctive’. The established society 
finds illustration, at a low level, in the rigid and systematic ritual 
procedures of the Australian blackfellow,” in the Kula system of 
the Trobrianders,* in the Andaman Islanders.* It was also, at a 
somewhat higher level, the essential feature of the social organiza- 
tion of Victorian England, of the early industries of New England, 
or of the small Australian city of the 1880’s. The advantages of 
an established society are many; and the majority of liberal, or 
even revolutionary, movements of our time take origin in a strong 
desire to return from present uncertainty to established certainty 
—a desire that is in fact reactionary and opposed to the spirit of 
the age. In the small town of sixty years ago, the choice of 
occupation offered a young man was small; he might follow his 
father’s trade of blacksmith or carpenter or he might try to 
advance a step—bank clerk, teacher, or clergyman. His choice 
was usually made, or made for him, before he entered his teens, 
and thereafter his way of life was determined by what he was to be. 

Even those who entered factory or business—both small scale, 
as measured by the present, but both rapidly coming to maturity 
in the nineteenth century—did so under these conditions. The 
boy was thus apprenticed in some fashion to his life work and his 
trade, and began to acquire simultaneously technical capacity and 
the art of communication with his fellows. In the usual case this 
group changed but little during his apprenticeship. Thus through 
practice at his trade with the same group of persons, he learned to 
manipulate the objects with which he worked and to understand 
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capacity to rece ommunications from others, and to respond 
to the attitudes and ideas of others 1n such fashion as to promote 
congenial participation in a common task. The established 
society by its apprenticeship system developed technical and 
social skills simultaneously in the individual; psychoneurosis, the 
consequence of insufficient social discipline and practice, seems to 
have been less prevalent in successful established societies. In 
these days, education has gone over—often extravagantly—to the 
development of technical skills and the appropriate aancih 
bases for such skills. This would be excellent were it not for the 
fact that the universities have failed to develop an equiv oe 
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hich 1s based upon adequate scientific and engineering know- 
wae” ble or even creative. On the 
ledge and 1s consequently adapta ; pret 
ther hand, the skill required of the machine-hand lias drifted 
Jownwards; he has become more of a machine tender and less of 
a mechanic. Now this is not the place to discuss whether the 
latter change is altogether desirable, however admirable the 
former. But it is altogether proper to point out that no equivalent 
effort to develop social or collaborative skill has yet appeared to 
compensate or balance the technical development. ; 

The skills acquired by the individual during apprenticeship 
were, we have already said, of two kinds: on the one hand, 
mechanical and technical; on the other, social. Furthermore, 
these skills were in balance in respect of the situations he encoun- 
tered. What was demanded of him technically did not require 
social skills of the order necessary to adjust to constantly changing 
work associates. Stability of techniques went hand in hand with 
stability in companionship. 

Put in ordinary language, the apprentice learned to be a good 
workman, and he also learned to “‘get on with” his fellows and 
associates. This second acquisition was clearly understood to be 
an essential part of his training; many colloquial phrases existed 
to describe it, such as, for example, “getting the edges rubbed 
off”, “learning to take the fences’, and so on—homely siniiles 
that recognized the value for society of such experience. Unfor- 
tunately this important social discipline was never clearly specified 
as a necessary part of the individual’s education, and consequently, 
when the tempo of technical change was accelerated, no one posed 
a question as to the consequence for individuals and society of a 
failure to maintain and develop social skill. In the universities, 
we have explicit and excellent instruction in the physicochemical 
sciences and engineering: but we have provided no instruction 
a ers to aes or develop the social aspect of the 
han. P system. t is no longer true that every individual 

/ 5 ontinuity of daily association with others that will 
allow him slowly to acquire a skill of communication and of 
working with them. It is more than probable that, in any part of 
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adaptability that has not characterized any known human society 
in the past, and it is our present failure in this respect that finds 
reflection in the social chaos which is destroying civilized society. 
Can this present failure be translated into future success? The 
way forward is not clear, but certain starting points can be dis- 
cerned: we are in need of social skills, skills that will be effective 
in specific situations. When a man has developed a skill, it means 
that the adjustment of his whole organism, acting as a unit and 
governed by his thinking and nervous system, is adequate to a 
particular point in the situation which he is handling. No verbal 
statements however accurate can act as substitute. 
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A simple distinction made by William James in 1890 has all 
the significance now that it had then; one can only suppose that 
ts very simplicity has led the universities to brush it aside as 
obvious, which is true, or as of small account, which is not true. 
James pointed out that almost every civilized language except 
English has two commonplace words for knowledge—connaitre and 
savoir—yvove. and eidévat, knowledge-of-acquaintance and know- 
ledge-about.* This distinction, simple as it is, nevertheless is ex- 
ceedingly important; knowledge-of-acquaintance comes from direct 
experience of fact and situation, knowledge-about is the product of 
reflective and abstract thinking. “Knowledge derived from 
experience is hard to transmit, except by example, imitation, and 
trial and error, whereas erudition (knowledge-about) is easily put 
into symbols—words, graphs, maps. Now this means that skills, 
although transmissible to other persons, are only slowly so and 
are never truly articulate. Erudition is highly articulate and can 
be not only readily transmitted but can be accumulated and pre- 
served.”? The very fact that erudition (logic and systematic 
knowledge) can be so easily transmitted to others tends to preju- 
dice university instruction in the social sciences heavily in its 
favour. Physics, chemistry, physiology have learned that far more 
than this must be given to a student. They have therefore 
developed laboratories in which students may acquire manipula- 
tive skill and be judged competent in terms of actual performance. 
In such studies the student is required to relate his logical know- 
ledge-about to his own direct acquaintance with the facts, his own 
capacity for skilled and manipulative performance. James’s 
distinction between the two kinds of knowledge implies that a 
well-balanced person needs, within limits, technical dexterity in 
handling things, and social dexterity in handling people; these 
are both derived from knowledge-of-acquaintance. In addition to 
this, he must have developed clinical or practical knowledge which 
enables him to assess a whole situation at a glance. He also needs, 
if he is to be a scientist, logical knowledge which is analytical, 
abstract, systematic—in a word, the erudition of which Dr. Alan 
Tegg speaks; but it must be an erudition which derives from and 

itself to the observed facts of the student’s special studies. 
historically, I think it can be asserted that a science 
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has generally come into being as a product of we! 
technical skill in a given area of activity. Someone. : 
worker, has in a reflective moment attempted to make 
the assumptions that are implicit in the skill itself, J his ae 
ae ; : "29 DALKS the 
beginning of logico-experimental method. The assumptions q,... 
made explicit can be logically developed; the development ee 
to experimental changes of practice and so to the beginning a 
science. The point to be remarked is that scientific ‘abutiacs 
are not drawn from thin air or uncontrolled reflection: they 
from the beginning rooted deeply in a pre-existent skill. ; 
At this point, a comment taken from the lectures of a colleague, 
the late Lawrence Henderson, eminent in chemistry, seems 
apposite: 
by In the complex business of living, as in medicine, both theory 
and practice are necessary conditions of understanding, and the 
method of Hippocrates is the only method that has ever succeeded 
widely and generally. ‘The first element of that method is hard 
persistent, intelligent, responsible, unremitting labour in the sick 
room, not in the library: the complete adaptation of the doctor to 
his task, an adaptation that is far from being merely intellectual. 
The second element of that method is accurate observation of things 
and events, selection, guided by judgment born of familiarity and 
experience, of the salient and recurrent phenomena, and their 
classification and methodical exploitation. The third element of that 
method is the judicious construction of a theory—not a philosophical 
theory, nor a grand effort of the imagination, nor a quasi-religious 
dogma, but a modest pedestrian affair . . . a useful walking-stick to 
help on the way. . . . All this may be summed up in a word: The 
physician must have, first, intimate, habitual, intuitive familiarity 
with things; secondly, systematic knowledge of things; and thirdly, 
_an effective way of thinking about things.’ 
- Science is rooted deep in skill and can only expand by the 
experimental and systematic development of an achieved skill. 
The successful sciences consequently are all of humble origin— 
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its gains; later advances do not ever completely vitiat 
careful observations. 

Scientific method, then, has two parts, represented in medicine 
by the clinic and the laboratory. The two are interdependent, 
the one unfruitful without the other. The characteristic of the 
clinic is careful and patient attention to a complex situation any 
part of which may suddenly discover unanticipated importance; 
that of the laboratory is experiment and logical construction. In 
the nineteenth century the former of these was termed observation 
and much was made of its necessity. In recent years the emphasis 
has passed to logical or mathematical construction after careful 
experiment. This would be admirable were it not for the fact that 
the need for selection before experiment seems frequently to be 
forgotten. It is not any laboratory experiment plus mathematical 
construction that leads to scientific advancement. Among the 
most notable discoveries of recent years are radar and penicillin. 
Both of these begah in the observation by a careful worker of a 
phenomenon irrelevant to his immediate preoccupation—the one 
a wireless operator at sea, the other a laboratory biologist. And 
in both instances, the observation aroused the curiosity and 
imagination of the scientist—to the lasting benefit of humanity 
and civilization. It is probably wise that the emphasis for students 
should fall upon the systematic setup of an experiment and logico- 
mathematical construction. But the origin of science in first-hand 
observation may not be forgotten without consequence in experi- 
mental futility, illustrations of which may be seen all about us. 
Observation—skill—experiment and logic—these must be re- 
garded as the three stages of advancement. The first two are slow 
and far from dramatic; but they are necessary to the third. ‘“The 
second-handedness of the learned world is the secret of its medioc- 
rity. . . . The main importance of Francis Bacon’s influence does 
not lie in any peculiar theory of inductive reasoning . . . but in 
the revolt against second-hand information of which he was a 
leader,”*! 

In the course of centuries, the sciences have by this slow and 
steady method erected an imposing structure of knowledge, 
knowledge which is related at all points to the appropriate skills. 
The problems that they study, the methods that they use, are to 
Some extent understood by those in charge of administrative 
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activities. No chemist, for instance, is ask 
notice a scheme for the reorganization of gov 

or of society. He is asked to examine specifi 

that of improving the tanning of leather o: 
synthetic rubber. He is not even asked to consi 
quential changes in industrial organization will 
discoveries; the cobbler sticks to his last. And the chemist } a 
self, although as a fallible human being he may have the wilde 
dreams of social reorganization, yet knows that these dreams bear 
no relation to his skill and must be kept apart from it, Man 
years ago a Labour Premier of Queensland said in conversation 
that, when a workman became ‘“‘class-conscious’’, the change 
seemed to deteriorate his skill and his interest in it. 
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IV 


When one turns from the successful sciences—chemistry, 
physics, physiology—to the unsuccessful sciences—sociology, 
psychology, political science—one cannot fail to be struck by the 
extent of the failure of the latter to communicate to students a 
skill that is directly useful in human situations. Since the student 
body of to-day will provide the administrators of to-morrow, this 
failure is a grave defect. Chemistry and physics are thoroughly 
conversant with the materials of their study; they work in skilled 
fashion upon such materials every day. Economics and psychology 
cannot be said to be entirely innocent of skills, but such skills as 
they communicate seem to'be at least partly dictated by a desire 
to give impressive imitations of physical science rather than by a 
determination to begin work by a thorough, painstaking acquain- 
tance with the whole subject matter of their studies. Indeed, a 
newspaper quotes a psychologist of some note as having said that 
he knew less about human beings than any headwaiter. If this 
were true—and it probably was not—it would be an ignominious 
confession of incompetence. Nevertheless the comment of a col- 
league is eminently just; namely, that in the area of social skill 
there seems to be a wide gulf between those who exercise it—the 
actual administrators—and those who talk about it.!_ The fact 

at the United States has developed a successful series of tests for 
_ technical skills does not provide any extenuation for pehonsy : 
Within its narrow limits, this is useful and, indeed, excellent. 
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the general effect is to concentrate attention on technical 
lems and to blind us to the importance of the problems of humat 
co-operation—social skill. This blindness has unquestionably con. 
tributed to the advent of calamity. 

The so-called social sciences encourage students to talk end- 
lessly about alleged social problems. They do not seem to equip 
students with a single social skill that is usable in ordinary human 
situations. Sociology is highly developed, but mainly as an 
exercise in the acquisition of scholarship. Students are taught to 
write books about each other’s books. Of the psychology of normal 
adaptation, little is said, and, of sociology in the living instance, 
sociology of the intimate, nothing at all. Indeed, in respect of 
those social personal studies that are becoming more important 
year by year, no continuous and direct contact with the social 
facts is contrived for the student. He learns from books, spending 
endless hours in libraries; he reconsiders ancient formule, uncon- 
trolled by the steady development of experimental skill; the 
equivalent of the clinic, or indeed of the laboratory, is still to seek. 

The successful sciences are of humble birth; each had its lowly 
origin in a simple skill. Some centuries of hard and unremitting 
labour have enabled chemistry and physics to achieve structures 
of knowledge that are most imposing. In doing this, they have not 
strayed into other paths, no matter how entrancing the prospect. 
The social sciences are impressed by this achievement, there is no 
doubt of that; but the unfortunate effect has been to encourage 
too much jerry-building of imposing fagades in the social area. 
The pedestrian step-by-step development of a simple unquestion- 
able skill, if it exists, is concealed by these elaborate fronts. It is 
kindness to suppose that the pretentious fagades are perhaps only 
camouflage and that somewhere behind them real work is 
going on. 

The result is that those graduates of brilliant achievement who 
lead the procession out of the universities are not well equipped 
for the task of bringing order into social chaos. Their standard of 
intellectual achievement is high; their knowledge-of-acquaintance 
of actual human situations is exceedingly low. They dwell apart 
from humanity in certain cities of the mind—remote, intellectual, 
preoccupied with highly articulate thinking. They have developed 
_ Capacity for dealing with complex logic, they have not acquired 

any skill in handling complicated facts. And such a student of 
y is encouraged to develop an elaborate social philosophy 
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Be sen amtivitir, are not closely related to their studies. 
The two are more often considered as in opposition, the one to be 
achieved at the expense of the other. Consequently, the develop- 
ment of a student’s social skills may be restricted to association 
with fellow students in activities at least by implication frowned 
upon by many university authorities. This social restriction may 
prevent the development of whole-hearted participation with 
others in the general educational aims of the institution. Associa- 
tion of student and student without full participation in the broad 
purposes of the university develops a lower order of social skill 
than that which the apprentice learns at his trade. It leads often 
to social group exclusiveness and discrimination. This artificial 
and narrow experience has limited use in later life, for maturity 
demands a highly developed, and continuously developing, social 
skill. In these respects the environment of a small college may be 
more helpful to students than that of a large university. But no- 
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the outstanding defect that civilization is facing 

studies of Pierre Janet, of which I shall have mor 

sequel, lead to observation of the fact that thos: 

usually described as psychoneurotic (though apparently 

any organic pathology) are unable to communicate easil) 
intimately with other persons. And beyond this highly individu 
problem, our international troubles are unquestionably due to the 
fact that effective communication between different national 
groups was not accomplished even at Geneva. League of Nations 
discussions were conducted in generalized terms which some- 
times seemed to lead to intellectual understanding and agreement. 
But in no instance was this understanding based upon an intimate 
acquaintance of either side with the actual situation of the other. 
Indeed, it is questionable whether any attempt was made to gain 
such understanding. On the contrary, an effort was often made 
to “find a formula’’, a logical statement which should conceal the 
fact that neither side had any insight into the actual situation of 
the other. Within the various nations also as our industrial 
civilization has developed, there has been an increasing difficulty 
of direct communication between specialized groups. The out- 
standing instance of this defect is the group of acute issues between 
managements and workers. 


Vv 


The consequences for society of the unbalance between the 
development of technical and of social skill have been disastrous. 
If our social skills had advanced step by step with our technical skills, there 
would not have been another European war: this is my recurrent theme. 
For the moment, however, I must return to consideration of the 
effect upon students, the group from which to-morrow’s adminis- 

_ trators will be drawn, of the type of social education I have been 

Gescribing. It was indeed the appearance in universities of stu- 

liantly able but unhappy and ineffective that first called 

the more general problem. Certain subjects seem to 

ttraction for these unhappy individuals—philoso- 

ry, law, economics, and—God save us all— 
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counterpart. After commenting that the disability a = * = ne 
most part, persons of native ability and at least some educatio: 
he continues: 

They can ordinarily comport themselves like other people, chatter 
or complain of their disabilities to intimate friends; but directly 
action becomes important and by consequence involves the manipu- 
lation of reality, they cease to be able to do anything and tend to 
withdraw more and more from their avocation, the struggle with 
other people, external living and social relationships. Indeed their 
lives are highly specialized and utterly meaningless—without active 
relationship either to things or to people : . . such minor interests 
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ill equipped to detect amongst their more enthusia 


those whose very enthusiasm is a symptom of unbalanced cd ‘ 
ment. Indeed, scholarship departments, by reason of their oven 
yaluation of discursive reasoning and their undervaluation of 


actual skills, do much to exaggerate the individual disability and 
little, if anything, to remedy it. 

Janet’s description, however, is of the extreme instance, and 
such cases, though possibly more numerous than in former times, 
are—fortunately—comparatively rare. Such an individual is by 
sheer mishap devoid of both types of skill. He has not developed 
the normal complement of manipulative or technical skills: he 
consequently fails in decision and action because no sufficient 
practical acquaintance with things aids him to decide between 
merely logical alternatives of action. He is also defective in the 
ordinary simple social skills: consequently those human associa- 
tions that for most of us add a happy satisfaction to the day’s 
routines are for him crises demanding energy and effort. This 
personal defect induces in him reluctance at the prospect of the 
most ordinary human occasions, misplaced overactivity when such 
occasions arise, and overwhelming fatigue afterwards. 

A far more common instance in universities and elsewhere is 
that of the person whose manipulative skills are sufficiently 
developed but whose social skills are practically non-existent. 
Thirty years ago, I was one of the university members of a joint 
committee, appointed to organize the classwork of a local 
Workers’ Educational Association in Australia. In this capacity 
I had occasion frequently to speak before the meetings of various 
trade unions to ask for their support of the movement to extend 
the facilities of adult education. As a general rule this support was 
freely accorded, though not without vigorous discussion in which 
extremist members would accuse the university of bourgeois 
sympathies and other social malefaction. Usually the more 
moderate and responsible union members sat in the front rows; 
the back rows were the haunt of those who represented the irre- 
concilable extreme Left. Before long it became evident that six 
men were the nucleus of all the most savage opposition. In the 
course of many years, I came to know these six men well. The 

€ party changed its name many times during these years 
Socialist, I.W.W., Bolshevist, Communist—but whatever the 
ange of name or doctrine, it was always the same six who led 
€ opposition at union meetings or spoke from soap boxes 1n the 
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2, They had no capacity for conversation. In talk with me they 
alternated between self-history and oratory which reproduced the 
compelling topic—revolution and the destruction of society. 

3. All action, like social relationship, was for them emergency 
action. Any idea of routine participation in collaborative effort, or 
of the “ordinary” in living, was conspicuously absent from their 
thinking. Everything, no matter how insignificant, was treated as 
crisis, and was undertaken with immense and unreasoned “‘drive’’. 

4. They regarded the world as a hostile place. Every belief 
ier “age society existed not to give but to deny 
an ae nes — they believed that hostility to be 
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: I have recorded in summary were made before and du; ing 
the First World War. At that time none of us had conceived the 
possibi ity of such a person as the German Fihrer leading a 
destructive attack upon society and civilization. Yet, if 
one turns the pages slowly of the first chapter in Stephen H 
Roberts’s book, The House That Fiitler Built,+ one cannot fail to be 
interested by the close similarity of attitude and history that is 
there described. I am not building upon this apparent similarity, 
except to the extent of suggesting that it is well to beware of, and 
ide assistance for, such cases: the price of neglect is heavy. 
intance with a certain number of these more extreme 
cases is useful and indeed necessary if one is to be able to recognize 
without fail the symptoms of social maladjustment in a specified 
situation—personal or group. Janet says of his patients that all, 
_ without tion, regard the world about them—especially the 
social world—as a hostile place, ‘“‘Ce monde hostile’”’.* ‘There seems 
to be, however, a difference in type of response: two-thirds, 
ately, of the total number take the attitude “This world 
I must be careful’’; the remaining third is rebellious, 
le is “The world is hostile, let me attack it”. Both 
of course found in all instances, but one or the other 
antly characteristic. 
nt in his extensive studies of socially maladjusted 
Jersey asserts that the attitude of these unfortu- 
surroundings varies between “panic’’ and 
in this statement a high coincidence with 
social deprivation of some kind is an 


- ° 
dents 


: -caclAL PROBLEMS OF AN INDUSTRIAL CIVI 
* Saal ‘nced. In at least an 
exactly and is convincec j on ‘ om 

t of such cases, the student na nae = 

dif freed from his preoccupa 

His limitation is due to so 
—_ ention is due to the 

and his seeming incapacity to his ee. 

ference of preoccupations _ eee ions—and fear « 
erpetual overthinking of social situatlons—< Beer of actio 
Peccoareans! histories of these students are of at a ~ ° kinds: 
First, those who by reason of family circumstance 1av e oh had 
the range and variety of personal friendships outside the family 
that are necessary for the development of skill in living. Second 
those who have developed a considerable social skill in a small 
community and perhaps a local college, and by reason of success 
in this sphere have been promoted to graduate work in a larger 
and more metropolitan university. ‘The glamour of the uni- 
yersity’s historic name has perhaps already inspired an unadmit- 
ted panic in such a student; the subsequent discovery that his 
previously developed social skills are of small use in the new 
situation throws him back into self-centred preoccupation. These 
latter cases are often quite easy to help; indeed sometimes one 
a suffice. There is a foundation of social knowledge- 
q ance and skill to build upon; encouragement to bring 
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forced to close down many plants, or otherwise to r ‘ te 
operations. Little by little the sphere of operation of th gene! 
supervisor contracted until finally he w as merely supervisor of a 
single department In a single factory, a job identical with that in 
which he had formerly shown such competence. But the original 
competence had apparently vanished; he bullyragged his men, 
who cordially detested him, he became critical of the East as 
compared with the Mid-west, he attributed his diminished status 
not to circumstance or to the general depression but, alternatively, 
to conspiracy against him or to his own foolishness in “coming 
Rast’. Put in other words, his reflective thinking, originally fac- 
tual and effective, had completely “run off the rails”. He was 
overthinking his situation and attributing his ills to a hostile world 
just as a Janet patient might have done. Now situations of this 
kind in industry can be remedied, and, to my knowledge, have 
been remedied by a skilled interviewer. Such an interviewer is 
trained to listen with attention and without comment} (especially with- 
out criticism or emotion) to all that such an unfortunate has to 
say, and to give his whole attention to the effort of understanding 
what is said from the point of view of the speaker, This is a very 
simple skill, but it can have the most astonishing effects in indus- 
trial situations. We have seen many individuals, apparently prey 
to obsession, after a few such interviews, or many, according to 
need, return to work with the declaration that they have “talked 
it off”. And in some instances the capacity for sane judgment of 
the situation seems to be wholly restored. 
; Another type of industrial situation, characteristic of our time, 
is in urgent need of careful observation. Scientific advance and 
changes of business organization are constantly reflected in 
changes of industrial method that may abolish trades or avoca- 
tions which have been a means of livelihood for generations in a 
family. The “head rollers” in the tin mills of western Pennsylvania 
were brought in, many of them, originally from Wales. For years 
in Pennsylvania they prospered, owned the houses they lived in, 
and became persons of some weight and prestige in their com- 
munities. Quite suddenly, after the depression of ten years ago, 
the method of manufacturing tin plate was radicaily changed, and 
sé men, many of them in later middle age, found themselves 
Jut an avocation and without means of continuing to support 
mselves and their families in the way of life to which they had 


«' 
— 


; OF AN INDUS 
@ THE SOCIAL PROBLEMS OF AN INDI 
Qe w 


accustomed. This was for them « 
de: as former pillars of soci 
attitudes. And the 


become 
the first or eee 
‘ly into revolutiona ' 
on a as their faving: — . 
toward profound personal — = f at 
selves and to society might be described as a ¢ omple 
fdence. In some degree this echoes that Bipect ol 
situation which led the German people to hail ae : 
In stating these facts, 1 must not be supposed to be arguing { 
the placing of any limitation upon scientific advanc €, technic 
improvement, or, in general, change in industrial methods. On 
the contrary, I am entirely for technical advancement and the 
rapid general betterment of standards of living. But, if our techni- 
cal skills are to make sudden and radical changes in methods of 
working, we must develop social skills that can balance these 
moves by effecting social changes in methods of living to meet the 
altered situation. We cannot live and prosper with one foot in the 
twentieth century and the other in the eighteenth. Jn the last 
hundred years, civilized society has completely changed its postulates. 
Whereas human society in the eighteenth century, and for that 
matter the nineteenth, trained its adolescents to economic and 
~ service by some form of apprenticeship, in these days the 
25 le ethnical skill and capacity for collabora- 
routines is no longer a Iving into” a prescribed set of traditional 
ledge-of-acquaint eee to the modern world. Know- 
rivatives of technical and social 
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ntelligent attention at the top of an organization has 
been given to training within industry, the workers have loyally 
and capably responded to the urgent need. And this apples not 
only to men; during the war, In England and here, girls formerly 
‘n beauty parlours, in restaurants, in domestic service, were suc- 
cessful in jobs that were thought to require a long and masculine 
apprenticeship. It is true that this result cannot be effectively 
accomplished without what I have called intelligent attention at 
the top. But it is worthy of remark that, in respect of the acquisi- 
tion of new technical skills, the workers of the community have 
never let us down. The advent of the typewriter, the automobile, 
the aeroplane, has not revealed wide incapacity to learn a new 
technical skill anywhere in the population. The problem of the 
adaptation of, for example, superseded tin mill workers in our 
changing society is not insoluble; indeed changes induced by the 
war suggest that it may not even be so difficult as it might seem on 
first inspection. But there will be no solution and there will be 
increasing discontent until the social consequences of this major 
change in the structure of our society are clearly stated and 
responsibly in the charge of those who have sufficient skill and 
understanding. 
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Now it is evident that our high administrators have, in these 
days, accepted responsibility for training workers in new technical 
skills; It is equally evident that no one has accepted responsibility 
for training them in new (adaptive) social skills. In the universi- 
hes the acceptance of responsibility, and especially social responsi- 
bility, apparently presents a terrifying prospect to certain of the 
more timid academics. Yet it is doubtful whether any group that 
disclaimed responsibility ever achieved a skill worthy of the name. 
The physician accepts responsibility for his patient, the chemist 
_ 4ccepts responsibility for the success or failure of the methods he 
oD devises, _ And so through the long list of scientific endeavours, 

: t en of failure may be higher than that of 
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not think there can be until these studies take responsibility for 
what happens in particular human situations—individual or 
group. A good bridge player does not merely conduct post- 
mortem discussions of the play in a hand of contract; he takes 
responsibility for playing it. The former will help a beginner if, 
but only if, he attempts the latter. Sociology will be the Cinderella 
of the sciences until such time as she dons the crystal slippers and 
walks into adventure. 

But there is none that can afford to be disdainful of poor 
Cinderella, least of all the prince or politician. ‘The achievements 
ee = . eee: of medicine, in the last century 
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CHAPTER II 


Ture RABBLE HYPOTHESIS 
AND ITS COROLLARY, THE STATE ABSOLUTE 
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For nearly two centuries economic study has been supposed to 
provide the social skills requisite for the effective handling of 
civilized human activities. And in some areas its more concrete 
studies have unquestionably. fulfilled this demand. For example, 
questions of cost accounting, marketing, and the large-scale 
organization of industry in its formal aspect have been handled 
with considerable and growing skill. But in these affairs there has 
developed economic practice of a valuable kind far removed from 
classical economic theory. E. H. Carr has said that in recent 
years the “chronic divorce” between economic theory and prac- 
tice has become more marked than ever.1 And he pictures 
economic theory “limping bewildered and protesting” in the train 
of economic practice. Chester Barnard, himself an executive of 
great experience, finds that effective leadership in industry, that 
is, successful administration, “has to be based on intuitions 
that are correct, notwithstanding doctrines that deny their 
correctness”? 

This divorce suggests a question as to the original clinical or 
practical adequacy of economic theory to the facts it studied. 
Science begins in the clinic and is effectively developed in the 
laboratory. In the clinic one uses relatively simple logics to 
examine complicated fact; in the laboratory clinically developed 
skill has suggested the isolation of certain aspects of the complex 
fact for separate study and, when successful, this may result in the 
development of highly complicated logic. The one method 
informs and develops the other—simple logic and complex fact, 
simplified fact and complex logic. But, even when the laboratory 
has come to aid the clinician with highly developed techniques of 
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this clinic-laboratory relationship is the essential of scientific 
method. : 

One has to realize, with respect to common economic practice 
and its relation to social and political urgencies, that the actual] 
industrial situation has changed immensely since the early part 
of the nineteenth century. Carr, in the book I have already 
quoted, asserts that in the days of the classical economists the 
industrial system was made up chiefly of small industries and 
businesses. His implication is that the whole theory of competition 
and the value of competition was based upon such an actual 
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+ could without facing economic disaster itself. But in the then 
agit situation such attempts were doomed to failure; and in 
= industrialized areas, within a period of months, many 
peers of workers were inevitably “‘released’’. A situation such 
pe cannot compare with the characteristic nineteenth-century 
situation of which Carr and Cabot speak.! The so-called release 
of twenty or thirty thousand persons in two or three suburbs of a 
large city inevitably becomes a community problem of the first 
magnitude. And a problem of this kind cannot be left to “indi- 
vidualism” or “enlightened self-interest’’; that nineteenth-century 
track is closed. Cabot was accustomed to say that, instead of 
expecting the life of a particular business to come to an end in two 
or three generations, we have, by improving industrial organiza- 
tion, conferred upon such businesses a “species of immortal life” 
which must be maintained by the community at its peril. 

All this indicates that a primary assumption of nineteenth- 
century economic theory is no longer tenable. Even one hundred 
years ago, it was probably easy to believe in the essential relevance 
and propriety of the principle that the pursuit of individual 
interest is the basis of economic organization. But, although this 
assumption is still voiced by economic and political theorists, it is 
perfectly clear that business and political practice are based nowa- 
days upon a vitally different conception of human society. This 
divergence between theory and practice is perhaps the source of 
at least part of the confusion that prevails in politico-economic 
discussions of the present. Whereas the economic theorist of the 
university still assumes individual interest as a sufficient basis for 
theory and the development of economic insight, the adminis- 
trator with actual experience of handling human affairs bases his 
action upon a contrary, but empirically derived, assumption. 
This leads to endless confusion, not only in the public mind, but 

in the writings of economists themselves. The practical 
‘conomist stands on firmer ground but is troubled by a lack of 
ae experience and by an uneasy allegiance to economic 
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‘deas of the physiocrats were strongly developed by the so-called 
liberal school of economists, sometimes known as the Manchester 
School, in England. For a long time the physiocratic phrase, 
laisser faire, larsser passer, served as its motto. Gide gives the princi- 


ples of this liberal school as three: 
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(1) Human societies are governed by natural laws which we could 
not alter, even if we wished, since they are not of our own making. 
Moreover, we have not the least interest in modifying them, even if we 
could; for they are good, or, at any rate, the best possible. The 
part of the economist is confined to discovering the action of 
‘se natural laws, while the duty of individuals and of govern- 
men i i 
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background of the economic and political thinking of the nine- 
teenth century. There 1S much in this conception of human co- 
operative activity which is still important and still to be com- 
mended. A chief source of difficulty for the writers who expounded 
Jaisser faire lay in the restricted manner in which they developed 
to explicit statement the second of these principles, namely, ‘‘the 
relations which arise spontaneously among men living in society, 
wherever these men are left to themselves and are free to act 
according to their own interests”. 

E. H. Carr finds fault, and rightly, with the Manchester 
School’s development of this principle; he considers that what he 
calls the profit motive was the next logical step this school formu- 
lated in its explicit statement of economic theory. But the idea of 
profit motive, used as Carr uses it, concedes too much to econo- 
mics. The nineteenth century tried to base business organization 
generally on the presumption that some such motive dominated 
the human scene; in this, Carr was right. But, whereas Carr 
implies that to some extent this principle “worked” as the basis of 
industrial organization, we shall probably be nearer the facts if we 
consider that it failed completely. 

The origin of the misapprehension upon which the whole of 
economic theory is based must be traced to David Ricardo. He 
it was who first tri d explicitly to use this narrow conception of 
x Je neously arise among men living in a 

- the development of a science. 
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Economic Science, the forms assumed by human behaviour in 
disposing of scarce means.” This is a perfectly legitimate abstrac- 
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,. Natural society consists of a horde of unorganized individuals 

9, Every individual acts in a manner calculated to secure 
self-preservation or self-interest. 

3, Every individual thinks logically, to the best of his ability, in 
the service of this aim. 

1. Natural society as a horde. 

In Ricardo’s time, the influence of Hobbes, and beyond Hobbes 
that of Rousseau and the theory of a social contract, were still 
very strong. This theory, which still finds expression in unexpec- 
ted places, regarded the life of natural man as “solitary, poor, 
nasty, brutish and short”. The exchange of this type of natural 
living for social living involved, it was thought, the deliberate 
limitation of natural desires but secured for man as compensation 
all the advantages of co-operative activity. After Ricardo’s time, 
this doctrine was roundly condemned by T. H. Green as an 
intellectualist fiction parading as description of primitive society. 1 
More recently the field studies of modern anthropology have made 
the theory untenable. But for Ricardo and his contemporaries 
there was every reason for the presupposition and little against it. 

Moreover, in certain situations of which Ricardo was aware, 
the description does apply now and at all times. If extreme 
emergency shatters the routines of co-operation in a specific social 
group, if no leader appears providentially to devise co-operative 
means of meeting the crisis, then the society will disintegrate 
temporarily into a horde of individuals each seeking desperately 
the means of self-preservation. This perhaps exaggerates that 
aspect of human affairs with which economics is specifically con- 
cerned. But scarcity of a necessary commodity is emergency or 
crisis—perhaps the most usual, perhaps the most serious—so that 
the findings of modern anthropology cannot lead us to discard 
Ricardo wholly and out of hand. 

2. The individual and motives of self-preservation. 

Clearly then the presupposition of scarcity lends support to the 
conception of competition for limited means of subsistence— 
especially perhaps in markets that are impersonal and in foreign 
trade and the exchanges. If there is no leadership and no soctal 
organization to order the distribution of necessary commodities, 
the principles discovered by the logic of economics will apply. 
The disorganization of a specific society and the lack of organiza- 

et ed . ae ee cmyee Same Abligetive (Lenten, coe 


nis 


PROBLEMS OF AN INDUSTRIAL CI 


are thus indicated as €xceedin 
blems by the findings of the peanotn! 
at nowadays are thrust urgently upon o1 
; hinks logically on the service of this « 

This is, of course, fallacy if it eeeeetpre Sigg 7 
thinking of every individual is continuousty : pet al, act 
his capacity. But it is not wholly fallacy, for as a postu 
true within the narrow limits of the validity originally clai 
it. That is to say, the thinking of an individual is never so < 
tinuously logical as when he is faced with an emergency or cr 
in which his customary routines are Clearly useless. The human 
value of capacity for systematic thinking, considered as a natural 
fact, is chiefly an emergency value. 

The statements of academic psychology often seem to imply 
that logical thinking is a continuous function of the mature 
person—that the sufficiently normal infant develops from syn- 
cretism and non-logic to logic and skilled performance. Such a 
description seems to be supported by much of the work of Piaget, 
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that unionism offers remedies for this—according 


ment ‘nevitable condition of “unorganized indust 

least evident that the economists’ presupposition of indivi 
self-preservation as motive and logic as instrument is not charac- 
teristic of the industrial facts ordinarily encountered. The desire 
to stand well with one’s fellows, the so-called human instinct of 
association, easily outweighs the merely individual interest and 
the logical reasoning upon which so many spurious principles of 
management are based. 

Indeed, certain facts offered for consideration in the preceding 
chapter also support this claim. It was pointed out that only 
students who have failed to develop the ordinary skills of human 
association overthink their personal situations to the point of try- 
ing to resolve every successive moment by logical thinking rather 
than by social routine where possible. For these individuals their 
very lack of acquaintance with group routines transforms every 
ordinary social situation into emergency and crisis. So the econo- 
mists’ essential contention that the function of logic is to meet 
crises holds true here. It is unfortunate for economic theory that 
it applies chiefly to persons of less, rather than greater, normality 
of social relationship. Must we conclude that economics 1s a study of 
human behaviour in non-normal situations, or, alternatively, a study of non- 
normal human behaviour in ordinary situations? This is a question not 
lightly to be dismissed. Nor can the use of the word normal in 
this context be misunderstood; its meaning is simple and the 
reference obvious. If one observes either industrial workers or 
university students with sufficient care and continuity, one finds 
that the proportionate number actuated by motives of self-interest 
logically elaborated is exceedingly small. They have relapsed upon 
self-interest when social association has failed them. This would 
seem to imply that economics, strictly defined, is not merely study 
of the forms assumed by human behaviour in disposing of scarce 
means—another condition must be fulfilled, the condition, 
namely, that the situation is socially disorganized. 

This would make it seem that extensive social disorganization or 
lack of organization, international and intranational, must be 
postulated before the so-called laws of economics apply. In other 

“ words, our studies of economic fact are upside down; we have, as 
ay it were, an extensive pathology, but no physiology, an elaborate 
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But this is too hasty—without doubt his assertion is true of the 
theory he is discussing, but the evidence of fact 1s , the con- 
ception that merely individual valuations are actual determinants, 
except for those who adopt Ricardo’s assumption that mankind is 
a horde of unorganized individuals actuated by self-interest. All 
the essay proves is that the “proper area’’ of economic study, 
though it has something of the importance he claims for it, is 
nevertheless too restricted by hypothesis to be used as sufficient 
basis for industrial studies or for so-called economic planning. In 
other words, the pathology of disorganization requires supple- 
mentation by direct observation of organization. And, until such 
inquiries are better developed, all assertions that “there is no 


reason to suppose that uniformities are to be discovered’’? in 


human valuations must be regarded, not as observation of social 
fact, but as inference 


from the hypothesis that mankind is an un- 
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r difference seems not to be logical, but rather of the 1 

fa humane assurance that the liberal concept of state adminis 
0 ' "ein 
tration will permit greater freedom of speech and action than the 


National Socialism of Germany. 
Historians know that this theory really stretches back to the 


Byzantium of Justinian, to Pope Innocent IV, to the Middle Ages. 

_. . The dangers of anarchy under feudalism made the mass of 
men blind to the dangers of autocracy. . . . 

_.. The great Leviathan of Hobbes, the plenziudo potestatis of the 
canonists, the arcana imperit, the sovereignty of Austin, are all names 
of the same thing—the unlimited and illimitable power of the law- 
giver in the State, deduced from the notion of its unity. It makes no 
difference whether it is the State or the Church that is being con- 


sidered... . 
But this as a factual description of organized society is com- 


pletely spurious. 

. . . What we actually see in the world is not on the one hand the 
State, and on the other a mass of unrelated individuals, but a vast 
complex of gathered unions, in which alone we find individuals, 
families, clubs, trade unions, colleges, professions and so forth. . . . 

. . . It would appear a more reasonable maxim to get a theory 
of law and government not by laying down an abstract doctrine of 
unity but by observing the facts of life as it is lived, and trying to set 
down the actual features of civil society. What do we find as a fact? 
Not, surely, a sand-heap of individuals, all equal and undifferenti- 
ated, unrelated except to the State, but an ascending hierarchy of 
groups, family, school, town, county, union, church, etc. .. . 

. . . For in truth the notion of isolated individuality is the shadow 
of a dream. . . . In the real world, the isolated individual does not 
exist; he begins always as a member of something and . . . his 
personality can develop only in society, and in some way or other he 
always embodies some social institution. I do not mean to deny the 
distinctness of individual life, but this distinction can function only 
inside a society.} 

Figgis was not only a competent historian: he was also a mem- 
ber of a religio i the people 
religious community that worked amongst the peop! 

without reward. His historical knowledge gave him vision; his 
daily work, actual experience of that of which he talked and 
Wrote. In all his writings one finds a deeply humane concern for 
~~*ain tendencies of the modern world before 1914; it may In- 
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A contrary claim must be made for exponents of the rabbl 
hypothesis. They seem to be, almost exclusively, persons remote 
from the active world of affairs—academics, writers, lawyers. 
This is still true; those who support most keenly the Ricardian 
view, who mistake its postulates for facts of observation, are 
students of law, government, philosophy. Very few, if any, have 
taken responsibility for the life, work, and welfare of their brother 
humans. They have small knowledge-of-acquaintance of various 
socal ESS a negligible equipment of social skill, and are 
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<a] characteristics of human organization: and he records hi 
_ He could discover no treatise that discussed 
organization as he had come to know it in his daily administratiy e 
srk. More than this, such treatises as were supposed to discuss 


sic seemed to be entirely ignorant of the actualities of execu- 


disappointment. 


wor 
the to} 
tive practice. 
_, . Always, it seemed to me, the social scientists—from whatever 
side they approached—just reached the edge of organization as I 
experienced it, and retreated. Rarely did they seem to me to sense 
the processes of co-ordination and decision that underlie a large part 
at least of the phenomena they described... . 


And beyond this again these writers apparently did not even 
recognize the extreme importance of organization as the principal 
structural aspect of society itself. 


. . » Mores, folkways, political structures, institutions, attitudes, 
motives, propensities, instincts, were discussed in extenso; but the 
bridge between the generalizations of social study on the one hand 
and the action of masses to which they related on the other was not 
indlnded... .} 


Barnard then points out that the long history of thought con- 
cerning the nature of the state and of the church has obstructed 
intelligent inquiry into the facts of formally organized human 
©0-operation. Legists, canonists, historians, political scientists 
have for centuries been preoccupied with the question of the 
engin and nature of authority. An eminent contemporary his- 
torlan asserts that European civilization was a product of zmpertum 
(the Roman Empire) and ecclesia (the Church) in action upon 
gentes, the Franks, Saxons, Celts, and other tribal organizations. ® 
ot we look at Justinian—representing imperial Byzantium 
ths oS Satie at Innocent IV, we find the two equally assured 
baie ots and base of any formal organization is the supreme 
munici ee ny human organization for a human purpose— 
to ioe. i university, business institution, army—is supposed 
authority: He ot Buthority it has from a superior and unitary 

ctional Be . Personality » on the view of these authorities, is 

“ye erivative. This, Barnard points out, as Figgis had 
inconsisten; ioe the legal theory, and, as such, it is not only 
ON spontanes the democratic theory that government is based 
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Next to the question of authority as source of learned confusion, 


Barnard places ‘“‘the exaggeration of the economic phases of 
human behaviour which the early formulation of economic theory 
made far too convenient”. Adam Smith and his successors have, 
by their theories, greatly diminished the “interest in the specific 
social processes within which economic factors are merely one 
phase”; these writers, he claims, have “greatly overemphasized” 
economic interests.2 This is conjoined with a false emphasis upon 
the importance of “intellectual, as compared with emotional and 
physiological, processes’” in the determination of behaviour. 
Consequently in the current thought of many, man is still an 
“ “economic? man carrying a few non-economic appendages”. 


His Own experience in an organization, Barnard points out, has 
been quite otherwise: 


ee though I early found out how to behave effectively in 
— See not until I had much later relegated economic theory 
nomic interests to a secondary—though indispensable—place 
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The person who exercises so-called authority 
laced at an important point in the line of communication— 
from below upwards, from above down, if one thinks in terms of 
an organization chart. It is his business to facilitate a balanced 
relation between various parts of the organization, so that the 
avowed purpose for which the whole exists may be conveniently 
and continuously fulfilled. If he is unsuccessful in this, he will 
have no actual authority in the organization—however important 
may be his title. An “approximate definition” of authority is that 
it “is the character of a communication (order) in a formal 
organization by virtue of which it is accepted by a contributor or 
‘member’ of the organization as governing the action he contri- 
butes . . . under this definition the decision as to whether an 
order has authority or not lies with the persons to whom it is 
addressed, and does not reside in ‘persons of authority’ or those 
who issue these orders’”’.? Barnard is careful to specify a “zone of 
indifference”’: not all the communications of a day are critical for 
the sustenance of authority. But this apart, it remains true that 
“the efficiency of organization” depends upon “‘the degree to 
which individuals assent to orders’’.? ‘“Thus authority depends 
upon a co-operative personal attitude of individuals on the one 
hand; and the system of communication in the organization on the 
other.” 4 Authority therefore in actual exercise demands a capac- 
ity for vision and wise guidance that must be re-achieved daily: 
since the co-operation of others is a vital element in it, social 
understanding and social skill are involved equally with technical 
knowledge and capacity. Under the influence of economic theory, 
we have a system of education that trains young men in technical 
understanding and technical skill; we do nothing whatever to 
develop social insight or to impart social skill. Indeed we provide 
an education that operates to hinder the development of such 
skills, 

And the general public, business leaders, and politicians are 
left with the implication that mankind is an unorganized rabble 
upon which order must be imposed. It was this delusion that 
encouraged Hitler’s dreams of grandeur. 
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higher culture and these peoples, authority and US EXEFCise nad 
always been an issue. “I'he essence of barbaric society is that it 
rests on the principle of kinship rather than on that of citizenship 
or that of the absolute authority of the state.’’* The social organiz- 
ation of the Celts or of the Germanic peoples was tribal, ‘“‘based on 
kinship groups, such as the sept or clan”. This organization. 
although it ranks as primitive, ‘‘possesses virtues which many 
more advanced types of society may envy”. Such socicties know 
no loyalties outside their own group; the desire of every individual 
member to co-operate in communal activities is spontaneous and 
complete. The tradition of the Roman State is explicit and logical, 
it rests upon the authority of the umperium: the tradition of the 


gentes is non-logical and not expressed, it rests upon the co-opera- 
live attitude of every member of the tribe. 
Jenks, writing in 1897, 
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merit has wider results than the overthrow of a Clan nobility. It is 
responsible for what is, perhaps, the most vital difference between 
the Clan and the State’”.? And Jenks is thus led to enunciate the 
vital difference: “The Clan is a community of groups; the State 
is a community of individuals.’ This statement is frequently 
repeated throughout his book; it may indeed be said that from it 
he develops his central theme—the necessary mutual hostility of 
state and clan. 

Jenks’s thesis has the merit of clear statement which adds to the 
engrossing interest of his topic. “The struggle between the State 
and the Clan is really the key to the internal politics of the Middle 
Ages; and its existence contributes to medieval history that curious 
dualism, with its inconsistencies and its oddities, which is to many 
students the chief charm of the period.” * The State begins its 
existence as a union of warrior tribes, united by the spur of mili- 
tary necessity. Once this union is established, some form of 
“ke ari moshgh a “eg anaes so the State pro- 
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system. “In the — strongly resembling the earlier tribal 
State,’*6 But the ah o anarchy, the Clan had gained on the 
of the Clan in ra e = military weakness” and inefficiency 
of the state aoe a5 a Invasion leads to the restoration 
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It was no doubt easy for Jenks, writing 1n 1897 3 ™ By aa 
England, to consider the issue finally and satisfactorily deter- 
mined. At that time, in spite of the warnings of Le Play and Durk- 
heim, there did not seem to be any considerable cloud upon the 
horizon. In addition to which, Jenks, in spite of his unquestion- 
able competence as a historian, had the lawyer’s tendency to be 
satisfied with an articulate and logical explanation, to substitute 
such explanation for the facts. In the half century that has 
elapsed since he wrote, we have learned that the problem of social 
organization is not so easily disposed of; Figgis and Dawson, Le 
Play and Durkheim, have taught us to look more carefully, more 
critically, at the facts of European history. 

But Jenks is not without a qualm. In his summary he says, ‘““No 
doubt that, as far as efficiency, pure and simple, is concerned, the 
ones ai Sd Poa ee sounder than the principles of the Clan’. 

: gens =the Clan) ideas spring from instincts deep- 
rooted in humanity, and they cannot be entirel 3 
Which consideration leads him to lud = ee ase 
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THE RABBLE HYPOTHESIS 


aterial needs, and second, the 


n of their m : 
f others in the fulfilment of many and diverse 
1 in orde! 


hese are not ranked here as first and second 
of importance, both are important and must be simultaneous y 
effected. But an inspection of primitive cultures might lead one to 
suppose that, of the two, the latter—the need to co-operate con- 
tinuously—is more vital to the communal life. For the rituals of 
any primitive tribe are almost wholly devoted to the promotion 
of co-operative harmony, to discipline that enhances the certainty 
of unity in work; the tribe apparently assumes implicitly that, if 
co-operation be assured, the material needs of the group will 


inevitably be satisfied. 

Now there cannot be co-operation without organization. Any 
industrial organization is at once a way of working—which must 
be technically expert and effective—and also a way of living for 
many people—a co-operative system which must be efficient 
satisfactory as a way of living. Our civilization has been immense- 
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litical science. 
oe ai “ confused the whole course of democratic politics. 
The Axis powers have pressed these theories of law and politics 
beyond their ultimate logical conclusion to actual application. 
Perhaps this will give pause to academic expositions of the 
sovereign State and induce reflection, perhaps even some investiga- 
tion of the actual human facts. The democracies have succeeded 
in developing toward a co-operative commonweal—if, indeed, 
they have succeeded—because of the unexpressed but actual 
resistance of democratic peoples to tyrants, divine right, and the 
State Absolute. Time and again in history our ancestors have 
refused to give allegiance to authority imposed from above and 
have cast their vote for free expression from below as the sole 
Pcie ee Snes has maintained the possibility 
pilgrims’ way Radbasber os th zi Or cal 
feat. Pack y the lures or byways of political 
is Jamentary representation and periodic elections are a 
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PART Il: THE CLINIGAL APPROA( 


CHAPTER III 
Tue First [NQuiry 


Economic theory in its human aspect is woefully insufficient; 
indeed it is absurd. Humanity 1s not adequately described as a 
horde of individuals, each actuated by self-interest, each fighting 
his neighbour ror the scarce material of survival. Realization that 
such theories completely falsify the normal human scene drives us 
back to study of particular human situations. Knowledge-of- 
acquaintance of the actual event, intimate understanding of the 
complexity of human relationships, must precede the formulation 
of alternatives to current economic abstractions. This is the clini- 
cal method, the necessary preliminary to laboratory investigation. 
Only when clinically tested by successful treatment can a diag- 
nosis be safely developed toward logical elaboration and labora- 
tory experiment. 

The first inquiry we undertook ran headlong into illustration of 
the insufficiency of the assumption that individual self-interest 
actually operates as adequate incentive. Rather more than twenty 
years ago we were asked to discover, if possible, the causes of a 
high labour turnover in the mule-spinning department of a textile 
mill near Philadelphia. The general labour situation elsewhere 
in the plant seemed highly satisfactory; the employers were un- 
usually enlightened and humane; the work was exceedingly well 
“ a in respect of operations and the company was generally 
aoe Ss _48 an extremely successful venture. But the president 
Sick sae soe of personnel were much troubled by the situation 
nc = ae department. Whereas the general labour 
vie ui other departments was estimated to be approximately 
“4 oShdeg annum, in the spinning department the turnover 
Men had * < approximately 250 Yo: That is to say, about 100 

taken on every year in order to keep about 40 


‘For a more ; 
tial Fatigue.” detailed account of this in uiry, see Elton Mayo, “Revery and Indust- 
> Personnel Journal, Vol. III, No. 8, December, oaks pp. 273-281. 
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net am Se raeition the conditions of work in the departme: 
did not seem to differ in any general respect from conditions else- 
where in the mill. For some time Saturday work had been dis- 
continued throughout the plant, so that the work week was of 50 
hours—five days of 10 hours, two shifts of 5 hours each separated 
by a 45-minute lunch interval. The mule-spinner attendant was 
known as a piecer; his work involved walking up and down a long 
alley, perhaps 30 yards or more, on either side of which a machine 
head was operating spinning frames. These frames moved back 
and forth stretching yarn taken from the carding machines, 
twisting it, and rolling it up on cops. The number of frames 
operated by a machine head varied from 10 to 14. All had to be 
closely watched; threads constantly broke and had to be pieced 
together. The number of piecers in an alley, usually two or three, 
ee es 
twisting together broken aN The ean en = alley 

: e only variation in work 
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the first the mule spinners formed a large part 


From ‘ , 
allers—and either when at work or in the 


regular ¢ eae 
to her and to us quite freely. It was of course clearly u 

that nothing said to any of us was ever repeated to anyon 

plant. 

As the men began to talk to us, the picture of the situation 
developed quite differently from that obtained at first inspection. 
We discovered that almost every piecer suffered from foot trouble 
of one or another kind for which he apparently knew no effective 
remedy. Many also claimed neuritis in various localities of arms, 
shoulders, or legs. But above and beyond all this, the striking fact 
was the uniformly pessimistic nature of the preoccupations of these 
workers while at work. To this there seemed no exception: their 
own opinion of their work was low, even lower than the estimate 
of mule spinning held by other workers in the plant. We dis- 
covered also that the job was essentially solitary: there might be 
three workers in an alley, but the amount of communication 
between them in a day was almost nil. One might be piecing 
threads together here; another, 20 yards away. And the doffing 
process when it took place involved rapid work with a minimum 
of communication. Some of the men were young—in the twen- 
ties, others were in the fifties—all alike claimed that they were too 
fatigued to enjoy social evenings after work. Occasionally a 
worker would flare out into apparently unreasonable anger and 
incontinently leave his job. 

The whole group was characterized by a species of strongly held 
loyalty to the company president. He had been a colonel in the 
regular United States Army and had seen active service both 
before and during the First World War. Many of the workers had 
been in the trenches in France under his immediate command 
and had the highest opinion of him; they had come with him from 
his regiment to the textile mill. Perhaps for this reason their 
Pessimistic moods showed no anger against “The Colonel” or 

the company”. For the most part the individual seemed to be 
almost melancholic about himself; this mood alternated with 
spurts of rage against some immediate supervisor. 

After some discussion the management permitted us to experi- 
ment with rest periods—two of 10 minutes’ length in the morning 


. and two again in the afternoon. We arranged these rests so that 


the work period should be divided thus: 2 hours’ work, ro min- 
2 ’ Test; 14 hours’ work, 10 minutes’ rest; and a final work period 
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team of piecers, about one-third of the total 
Its were encouraging from the outset. The 
sed and interested; they speedily adop- 


dvised. The effect was immediate— 


symptoms of melancholy preoccupation 2s .. sali 
peared, the labour turnover came to an end, Pr ee «WAS 
maintained, and the morale generally improved. Such immediate 
effects could not be attributed to the mere elimination of physical 
fatigue. This was confirmed by the fact that an almost equivalent 
improvement showed itself in the work of the other two-thirds of 
the piecers. These men had discussed the experiment at lunch 
time with their fellows and were confident that “The Colonel” 
would extend the system to them if it were found satisfactory. And 
in the October of that year, 1923, this expectation was fulfilled; 
the management, pleased with the improved condition of the men 
and the work, decided to extend the rest period system to include 
the entire personnel of the spinning department. This made it 
Pe us to do what we could not do before—to measure the 
ee ss se periods upon the productivity of the department. 
: ctober, 1923, the spinning department had never 
earned a bonus under one of the incentiv : ae 
October and for the month € systems introduced; in 
s recorded thereafter, with one interest- 


ing exception, the spinners consi 
: onsistently earned a i iti 
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was generally admitted by executives and supervisors tha 
duction had never been above an approximate 70%. 

The period from October, 1923, to mid-February, 1924, inclu- 
sive, showed a surprising change. The mental and physical condi- 
tion of the men continued to improve, and, whereas the financial 


incentive of the bonus had not operated to stimulate production ' 


while they felt fatigued, they were now pleased by the fact that 
under conditions of work that seemed much easier they were 
earning bonuses as never before. The system was not, however, 
altogether satisfactory at this time. The immediate supervisors 
had never liked the sight of workers lying asleep on sacks while the 
mules were running; it occurred to one of them that the men 
should be made to “earn” their rest periods. That is to say, a 
task was set and, if finished within a given time, the men had their 
rest. For the most part, the workers had three or four rests every 
day and the innovation worked well enough. For example, the 
monthly average of productivity ran as follows: 


Efficiency Bonus 
October, 1923 794% 44% 
November, _,, 782 32 
December, __,, 82 a 
January, 1924 78% 32 
February, * 80} 5t 


This, for workers who had never before earned a bonus, meant 
much. 

This general condition continued until Friday, February 15, 
when in response to a heavy demand for goods the supervisor who 
had introduced the idea of earned rest periods ordered the whole 
system abandoned. Within five days production fell toa point 
lower than it had been for months. And on February 22, we 
found that the old pessimistic preoccupations had returned in full 
force, thus coinciding almost exactly with the drop in production. 
The executive officer in charge ordered the resumption of the rest 
period system on Monday, February 25; this was done, but the 
idea of earned rest periods was also reinstated even more strongly 
than before. At this point, the workers gave every symptom of 
Profound discouragement; they professed a belief that the system 
would be discontinued before long. In spite of this, the daily 
‘Tecord for March showed definite improvement, but the general 
average for the month was back at the old point, 70%. 


| IDUSTRIAL CIVILIZA 
OCIAL PROBLEMS oF AN INDl 
<6 THE $ 
5 


7, “The Col 
‘Jent of the company, 
. int the presiden 
At this poin 


tow ‘ce had taught him two imp 

took charge- “age apnea aaa, and, two, not to be afrai 
things—one; <4 oxy lled a conference in his office to di 
making decisions. of os from 80% to 70% in the departm: 
the remarkable diminution iro! /o % Ste Noh 

: : We were able to point out that in Ma h 
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meant that the men were taking their rest periods in the form of 
“missed” days, a proceeding that did not greatly remedy their 
condition and that produced chaos 1n the plant. We put it there- 
fore that the question was not whether a certain proportion of their 
working time was to be given up to rest. We pointed out that they 
took the rest, whether it was given them or not. We were asking 
that a less proportion should be thus allotted, but that it should 
be done systematically. Furthermore, we were able to claim that 
the whole rest period system had never had a fair trial. In other 
words, it had not been possible for a worker to know as he entered 


= owed in the morning that he was assured of his four rests in 
the day. 
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bonus on his wages. In the month of May and thereafte: 
president ordered a return to the system of alternatir ig rest period 
with this important difference that each group of three men in an 
alley was to determine for itself the method of alternation, the 
understanding being that every worker was to have four such rest 
periods daily and regularly. In the month of May, the average 
efficiency of man-hour production was 804%. In June it reached 
the then record high figure of 85%. During the following three 
months the department maintained its improved capacity: July, 
82%; August, 834%; September, 864%. 

It is interesting to observe the difference that an absolute cer- 
tainty of a minimum number of rest periods made. The months 
from April to September differed from the preceding months in 
this respect and they revealed a steady progress. Mondays and 
Fridays were no longer the worst days in the week. The irregu- 
larity reported in May was due to the fact that the spinning mules 
were constantly “running away from the cards’, that is, out- 
distancing the carding machines which supplied them with 
spooled yarn. By June, the company had put in two new carding 
machines, and June was as steadily above 85% as March was 
below 75%. 

The investigation began with a question as to the causes of a 
very high labour turnover. In the 12 months of experiment there 
was no labour turnover at all. This does not mean that no worker 
left the factory—during a period of trade slackness, some were 
laid off, one at least moved his place of residence and found work 
elsewhere, another was found to be phthisical and sent to the 
country. But the former problem of a highly emotional labour 
turnover ceased to exist. ‘The factory began to hold its mule 
spinners and no longer had difficulty in maintaining a full comple- 
ment in times of rushed work. The attitude of management to the 
innovation was revealed in the fact that the company purchased 
army cots for the workers to rest upon. When these cots proved 
unequal to the wear and tear, management installed a bed and 
Mattress at the end of each alley as provision for the workers’ 
adequate rest. And the workers developed the habit of sleeping 
for the last three rest periods of the day, the late morning rest and 
eos both afternoon rests. Experience seemed to show that the benefit 
__ Was directly proportionate to the completeness of the relaxation— 
- Several years later, the president of the company 
- from this time the labour turnover sank to an 
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ay instruction in the best methods of relaxation. The 
Colonel also had demonstrated unmistakably a sincere interest in 
his workers’ welfare; he had lived up to his Army reputation. The 
supervisor who instituted the earning of rest periods was swept 
aside by the president and the company—thereby “‘placing”’ the 
company’s attitude in the minds of its workers. 

But, in addition to this—and we did not see this clearly at the 
time—the president had effected another important change. He 
had helped to transform a horde of “solitaries” into a social group. 
In May, 1924, he placed the control of rest periods squarely in the 
—— — in an alley with no one to say them nay. 
ota ae u . lon, not only between individuals, but be- 

ys throughout the group—and to a feeling of responsi- 
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Department of Harvard University. a Slexcues will 
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present reports of many other studies that will vie in in with 
those here described. The selection of a case has been based upon 
the extent to which the experience developed our insight into, or 
understanding of, a particular industrial situation; those inquiries 
are presented that seem notably to have helped the department to 
move forward in its thinking. And, of these, the most signal 
instance is probably the five years and more spent in active col- 
laboration with officers of the Western Electric Company at 
Hawthorne. In Philadelphia we had been fortunate in finding as 
president of a company an Army colonel who was not afraid of a 
crucial experiment, and, having experimented, was also not afraid 
to act on the result—even though his action seemed to the workers 
to be in their favour, F urthermore, he deemed it proper to give 
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Whitehead. This is unfortunate, for the beginning . 

to many problems significant for administration in the next decade 
is recorded in its pages. I refer to the problems involved in th 
making and adaptive re-making of working teams, the importance 
of which for collaboration in post-war years is still too little rea- 
lized. Assuming that readers who wish to do so can consult these 
books, I have confined my remarks here to some comments upon 
the general development of the series of experiments. 

A highly competent group of Western Electric engineers refused 
to accept defeat when experiments to demonstrate the effect of 
illumination on work seemed to lead nowhere. The conditions of 
scientific experiment had apparently been fulfilled—experimental 
room, control room; changes introduced one at a time; all other 
conditions held steady. And the results were perplexing: Roethlis- 
berger gives two instances—lighting improved in the experimental 
room, production went up; but it rose also in the control room. 
The opposite of this: lighting diminished from 10 to 3 foot-candles 
in the experimental room and production again went up; simul- 
taneously in the control room, with illumination constant, pro- 
duction also rose.1 Many other experiments, and all inconclusive; 
yet it had seemed so easy to determine the effect of illumination 
on work. 

In matters of mechanics or chemistry the modern engineer 
knows how to set about the improvement of process or the redress 
of error. But the determination of optimum working conditions 
for the human being is left largely to dogma and tradition, guess, 
or quasi-philosophical argument. In modern large-scale industry 
the three persistent problems of management are: 

1. The application of science and technical skill to some 

material good or product. 

2. The systematic ordering of operations. 

3. The organization of teamwork—that is, of sustained co- 

operation. 
The last must take account of the need for continual reorganiza- 
tion of teamwork as operating conditions are changed in an 


The first of these holds enormous prestige and interest and is 
Phi. the subject of continuous experiment. The second is well developed 
oath The third, by comparison with the other two, is 
i lly neglected, Yet it remains true that if these three 
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. anization 
are out of ba ane’ _ onary an industry effective, in ¢ 
ful. aus = ae ihe third, to make it efficient. For the large: 
cating some institution, the more dependent is it upon 
acd co-operation of every member of the group. } 
toa This was not altogether the attitude of Mr. G. A. Pennock and 
his = teense when they set up the experimental “test room”’, 
But the illumination fiasco had made them alert to the need that 
very careful records should be kept of everything that happened 
én the room in addition to the obvious engineering and industrial 
devices.2. Their observations therefore included not only records 
of industrial and engineering changes ‘but also records of physio- 
logical or medical changes, and, in a sense, of social and anthropo- 
logical, This last took the form of a ‘‘log” that gave as full an 
account as possible of the actual events of every day, a record that 
proved most useful to Whitehead when he was re-measuring the 
recording tapes and re-calculating the changes in productive out- 
put. He was able to relate eccentricities of the output curve to the 
actual situation at a given time—that is to say, to the events of a 
specific day or week. 


as a whole will not be 


First Phase—The Test Room 


The facts are by now well known. Briefly restated, the test room 
‘Gas Its inquiry by, first, attempting to secure the active col- 
ration of the workers. ‘This took some time but was gradually 
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accurate OF No, they at least indicated increased contentment 

the general situation In the test room by comparison with tl 
department outside. At every point in the programme, the worker: 
had been consulted with respect to proposed changes; they had 
arrived at the point of free expression of ideas and feelings to 
management. And it had been arranged thus that the twelfth 
experimental change should be a return to the original conditions 
of work—no rest periods, no mid-morning lunch, no shortened day 
or week. It had also been arranged that, after 12 weeks of this, 
the group should return to the conditions of Period 7, a 15-minute 
mid-morning break with lunch and a 10-minute mid-afternoon 
rest. The story is now well known: in Period 12 the daily and 
weekly output rose to a point higher than at any other time (the 
hourly rate adjusted itself downward by a small fraction), and in 
the whole 12 weeks “there was no downward trend”. In the fol- 
lowing period, the return to the conditions of work as in the 
seventh experimental change, the output curve soared to even 
greater heights: this thirteenth period lasted for 31 weeks. 

These periods, 12 and 13, made it evident that increments of 
production could not be related point for point to the experimen- 
tal changes introduced. Some major change was taking place that 
was chiefly responsible for the index of improved conditions—the 
steadily increasing output. Period 12—but for minor qualifica- 
tions, such as “personal time out’’—ignored the nominal return to 
original conditions of work and the output curve continued its 
upward passage. Put in other words, there was no actual return 
to original conditions. This served to bring another fact to the 
attention of the observers. Periods 7, 10, and 13 had nominally 
the same working conditions, as above described—15-minute rest 
and lunch in mid-morning, 10-minute rest in the afternoon. But 
the average weekly output for each girl was: 

Period 7—2,500 units 
Period 10—2,800 units 
: Period 13—3,000 units : 
Periods 3 and 12 resembled each other also in that both required 
a full day’s work without rest periods. But here also the difference 
average weekly output for each girl was: 
Period 3—less than 2,500 units 
Period 12—more than 2,900 units Fee 

Here then was a situation comparable perhaps with the illumi- 

nation experiment, certainly suggestive of the Philadelphia 
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srotkers. What actually happened was that six individuals be- 


came a team and the team gave itself wholeheartedly and spon- 
taneously to co-operation in the experiment. The consequence 
was that they felt themselves to be participating freely and without 
afterthought, and were happy in the knowledge that they were 
working without coercion from above or limitation from below. 
They were themselves astonished at the consequence, for they felt 
that they were working under less pressure than ever before: and 
in this, their feelings and performance echoed that of the mule 
spinners. 

Here then are two topics which deserve the closest attention of 
all those engaged in administrative work—the organization of 
working teams and the free participation of such teams in the task 


and purpose of the organization as it directly affects them in thcir 
daily round. 


Second Phase—The Interview Programme 
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iq who have had the experience of finding someone 
} "Or! . ° ~ ea an ee = ~~ ¢ 
<i e. and eager to listen without interruptio: 


attentiv ~ = aaa 
5. has to say. But to arrive at this point it became nec: 
sne iias i 3 og 
ain interviewers how to listen, how to avoid interrup r th 
siving of advice, how generally to avoid anything that might put 


an end to free expression in an individual instance. Some approxi- 
wen rules to guide the interviewer in his work were therefore set 
down. These were, more or less, as follows:1 


tir 
Lit 


1. Give your whole attention to the person interviewed, and 

make it evident that you are doing so. 

. Listen—don’t talk. 

Never argue; never give advice. 

. Listen to: 

(a) What he wants to say. 
(b) What he does not want to say. 
(c) What he cannot say without help. 

5. As you listen, plot out tentatively and for subsequent correc- 
tion the pattern (personal) that is being set before you. To 
test this, from time to time summarize what has been said 
and present for comment (e.g., “Is this what you are telling 
me*”’). Always do this with the greatest caution, that is, 
clarify but do not add or distort. 

6. Remember that everything said must be considered a 
personal confidence and not divulged to anyone. (This does 
not prevent discussion of a situation between professional 
colleagues. Nor does it prevent some form of public report 
when due precaution has been taken.) 


O39 Wb 


fm 


It must not be thought that this type of interviewing is easily 
learned. It is true that some persons, men and women alike, have 
@ natural flair for the work, but, even with them, there tends to 
be an early period of discouragement, a feeling of futility, through 
which the experience and coaching of a senior interviewer must 
Carry them. The important rules in the interview (important, 
that is, for the development of high skill) are two. First, Rule 4 
that indicates the need to help the individual interviewed to 
articulate €xpression of an idea or attitude that he has not before 
“pressed; and, second, Rule 5 which indicates the need from 
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time to Hine Be saniped to do this effectively, inter 
Sesey considerable skill. But, let me say again, t 
is not easily acquired. It demands of the interviewe 3, 
capacity to follow the contours of another person’s thinking, t: 
understand the meaning for him of what he says. | 3 

I do not believe that any member of the research group or its 
associates had anticipated the immediate response that would be 
forthcoming to the introduction of such an interview programme. 
Such comments as “This is the best thing the Company has ever 
done”, or “The Company should have done this long ago”, were 
frequently heard. It was as if workers had been awaiting an 
opportunity for expressing freely and without afterthought their 
feelings on a great variety of modern situations, not by any means 
limited to the various departments of the plant. To find an 
intelligent person who was not only eager to listen but also 
anxious to help to expression ideas and feelings but dimly under- 
stood—this, for many thousand persons, was an experience with- 
out precedent in the modern world. 

In a former statement I named two questions that inevitably 


presented themselves to the interviewing group in these early 
stages of the study: 
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management problem appears at its acutest in the v 
supervisor. No longer does the supervisor work with a tea 
persons that he has known for many years or perhaps a lifetime: 
he is leader of a group of individuals that forms and disappears 
almost as he watches it. Now it is difficult, if not impossible, to 
relate oneself to a working group one by one; it is relatively easy 
to do so if they are already a fully constituted team. A communica- 
tion from the supervisor, for example, in the latter instance has 
to be made to one person only with the appropriate instructions ; 
the individual will pass it on and work it out with the team. In 
the former instance, it has to be repeated to every individual and 
may often be misunderstood. 

But for the individual worker the problem is really much more 
serious. He has suffered a profound loss of security and certainty 
in his actual living and in the background of his thinking. For all 
of us the feeling of security and certainty derives always from 
assured membership of a group. If this is lost, no monetary gain, 
no job guarantee, can be sufficient compensation. Where groups 
change ceaselessly as jobs and mechanical processes change, the 
individual inevitably experiences a sense of void, of emptiness, 
where his fathers knew the joy of comradeship and security. And 
in such situation, his anxieties—many, no doubt, irrational or ill- 
founded—increase and he becomes more difficult both to fellow 
workers and to supervisor. The extreme of this is perhaps rarely 
encountered as yet, but increasingly we move in this direction as 
the tempo of industrial change is speeded by scientific and techni- 
cal discovery, 

In the first chapter of this book I have claimed that scientific 
method has a dual approach—represented in medicine by the 
clinic and the laboratory. In the clinic one studies the whole 
situation with two ends in view: first, to develop intimate know- 
ledge of and skill in handling the facts, and, second, on the basis 
of such a skill to separate those aspects of the situation, that skill 

shown to be closely related, for detailed laboratory study. 
When a study based upon laboratory method fails, or partially 
, because some essential factor has been unknowingly and 
arbitrarily excluded, the investigator, if he is wise, returns to 
cal study of the entire situation to get some hint as to the 

of the excluded determinant. The members of the re- 

watch division at Hawthorne, after the twelfth experimental 
Period in the test room, were faced by just such a situation and 
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sentences, to be repeated to the individual interviewed before the 
conversation began. This statement was designed to assure the 
worker that nothing he said would be repeated to his supervisors 
or to any company official outside the interviewing group. In 
many instances, the worker waved this aside and began to talk 
freely and at once. What doubts there were seemed to be resident 
in the interviewers rather than in those interviewed. Many 
workers, I cannot say the majority for we have no statistics, 
seemed to have something ‘‘on their minds”, in ordinary phrase, 
about which they wished to talk freely to a competent listener. 
And these topics were by no means confined to matters affecting 
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consequent on his past experience or his present situation, or, 
more usually, on both at once. One woman worker, for example, 
discovered for herself during an interview that her dislike of a 
certain supervisor was based upon a fancied resemblance to a 
detested stepfather. Small wonder that the same supervisor had 
warned the interviewer that she was “difficult to handle’. But 
the discovery by the worker that her dislike was wholly irrational 
eased the situation considerably.1_ This type of case led the inter- 
viewing group to study carefully each worker’s personal situation 
and attitude. These two phrases “emotional release’ and 
“personal situation” became convenient titles for the first phases 
of observation and seemed to resume for the interviewers the effec- 
tive work that they were doing. It was at this point that a change 
began to show itself'in the study and in the conception of the study. 
The original interviewers, in these days, after sixteen years of 
industrial experience, are emphatic on the point that the first 
cases singled out for report were special cases—individuals—and 
n resentative either of the working group or of the interviews 
generally. It is estimated that such cases did not number more 
oximate two per cent. of the twenty thousand persons 
ved. Probably this error of emphasis was inevit- 
reasons: first, the dramatic changes that occur in 
_good evidence of the efficacy of the method, 
of interviewing had to be insisted upon as 
interviewer. This last still holds 
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before the original test room experiment began was a question a 
to the fatigue involved in this ar that type of work, Later a f re 
man of high reputation, no doubt with this in mind, came to the 
research group, NOW for the most part engaged in interviewing, a nd 
asserted that the girls in his department worked hard all day at 
their machines and must be considerably fatigued by the evening; 
he wanted an inquiry. Now the interviewers had discovered that 
this working group claimed a habit of doing most of their work in 
the morning period and “taking things easy” during the after- 
noon. The foreman obviously realized nothing of this, and it was 
therefore fortunate that the two possibilities could be directly 
tested. The officer in charge of the research made a quiet perth 'e- 
—— with the engineers to measure during a period th ith 
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the range and meaning of changes imposed from above. he 
enthusiasm of the efficiency engineer for the organization of 
operations is excellent; his attempt to resume problems of co- 
operation under this heading is not. At the moment, he attempts 
to solve the many human difficulties involved in whole-hearted 
co-operation by organizing the organization of organization with- 
out any reference whatever to workers themselves. This procedure 
inevitably blocks communication and defeats his own admirable 
purpose. ? 

This observation, important as it is, was not however the leading 
point for the interviewers. The existence and influence of the 
group—those in active daily relationship with one another— 
became the important fact. The industrial interviewer must learn 
to distinguish and specify, as he listens to what a worker says, 
references to “personal” or group situations. More often than not, 
the special case, the individual who talks himself out of a gross 
distortion, is a solitary—one who has not ‘‘made the team”. The 
usual interview, on the other hand, though not by any means free 
from distortion, is speaking as much for the working group as for 
the person. The influence of the communication in the interview, 
therefore, is not limited to the individual but extends to the group. 

Two girl workers in a large industry were recently offered 
“upgrading”; to accept would mean leaving their group and tak- 
ing a job in another department: they refused. Then representa- 
tives of the union put some pressure on them, claiming that, if 
they continued to refuse, the union organizers “might just as well 
give up” their efforts. With reluctance the girls reversed their 
decision and accepted the upgrading. Both girls at once needed 
the attention of an interviewer: they had liked the former group 
in which they had earned informal membership. Both felt adjust- 
ment to a new group and a novel situation as involving effort and 
private discontent. From both much was learned of the intimate 
organization and common practices of their groups, and their 
adjustments to their new groups were eased, thereby effectively 
helping to reconstitute the teamwork in those groups. 

_ +n another recent interview a girl of eighteen protested to an 
interviewer that her mother was continually urging her to ask Mr. 
x, her supervisor, for a “raise”. She had refused, but her loyalty 
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ane pressure for advancement, and the girl returned to 
effective work. This last instance illustrates one way 1n which the 
interview clears lines of communication of emotional blockage— 
within as without the plant. But this is not my immediate topic; 
my point is rather that the age-old human desire for persistence of 
human association will seriously complicate the development of 
an adaptive society if we cannot devise systematic methods of eas- 
ing individuals from one group of associates into another. 

But such an observation was not possible in the earliest inquiry. 
The important fact brought to the attention of the research 
division was that the ordinary conception of management-worker 
relation as existing between company officials, on the one hand, 
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yaried situations within the interviewers’ experience showed that 
an articulate complaint only rarely, if ever, gave any logical clue 
to the grievance in which it had origin; this applied at least as 
strongly to groups as to individuals. Whereas economists and 
industry generally tend to concentrate upon the complaint and upon logical 
inferences from its articulate statement as an appropriate procedure, 
the interviewing group had learned almost to ignore, except as 
symptom, the—sometimes noisy—manifestation of discomfort and 
to study the situation anew to gain knowledge of its source. Diag- 
nosis rather than argument became the proper method of 
procedure. 

It is possible to quote an illustration from a recently published 
book, China Enters the Machine Age.1 When industries had to be 
: moved, during this war, from Shanghai and the Chinese coast to 
Kunming in the interior of China, the actual operation of an 
industry still depended for the most part on skilled workers who 

were refugees from Shanghai and elsewhere. These skilled workers 
- importance to the work and gained considerable pres- 
it; nevertheless discontent was rife among them. Evi- 
; was manifested by the continual, deliberate breaking 
n the company mess hall and complaints about the 
\d provided. Yet this food was much better than 
ined outside the plant——especially at the 
interview the individual workers admitted 
could not rightly be made the 
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man which had its vogue in the nineteenth century and has 
already outlived its usefulness. 
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better with his own group of workers, it also develops his « 
and capacity to work better with management. In this it resemb 
somewhat the action of the Philadelphia colonel. Someone, the 


interviewer, representing (for the worker) the plant organization 
outside his own group, has aided him to work better with his own 
group. This is the beginning of the necessary double loyalty—to 
his own group and to the larger organization. It remains only for 
management to make wise use of this beginning. 

Fourth, beyond all this, interviewing possesses immense impor- 
tance for the training of administrators in the difficult future that 
faces this continent and the world. It has been said that the inter- 
viewer has no authority and takes no action. Action can only be 
taken by the proper authority and through the formally constit- 
tuted line of authority. The interviewer, however, contributes 
much to the facilitation of communication both up and down that 
line. He does this, first, by clearing away emotional distortion and 
exaggeration; second, his work manifestly aids to exact and objec- 
tive statement the grievance that lies beyond the various 
complaints. 

Work of this-kind is immensely effective in the development of 
maturity of attitude and judgment in the intelligent and sensitive 
young men and women who give time to it. The subordination 
of oneself, of one’s opinions and ideas, of the very human desire to 
give gratuitous advice, the subordination of all these to an intelli- 
gent effort to help another express ideas and feelings that he can- 
not easily express is, in itself, a most desirable education. As a 
preparation for the exercise of administrative responsibility, it is 
better than anything offered in a present university curriculum. 
It is no doubt necessary to train young men and women to present 
their knowledge and ideas with lucidity. But, if they are to be 
administrators, it is far more necessary to train them to listen care- 
fully to what others say. Only he who knows how to help other 
persons to adequate expression can develop the many qualities 
demanded by a real maturity of judgment. 

a Finally, there remains the claim made above that the interview 
a: has proved to be a source of information of great objective value 
to management. The three persistent problems of modern large- 

cale industry have been stated as: 
1e application of science and technical skill to a material 


“OO 
: Sigs Re tw 4s 
TT 


1, PROBLEMS OF AN INDUSTRIAL CIVIL! 
. . ations. 
9, The systematic ordering of operat = 
2. ian of sustained co-operation. 
‘ The organlz ; l : : tha { 
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sil echo this claim—he 1s actually telling us that he has | 
been trained to give all his attention to the first and second | 
lems, technical skill and the systematic ordering of operatio: s 
does not realize that he has also been trained to ignore the thirc 
problem completely. For such persons, information on a problem 
the existence of which they do not realize, 1s no information. It is 
no doubt in consequence of this ignorance or induced blindness 
that strikes or other difficulties so frequently occur in unexpected 
places. The interview method is the only method extant? that can 
contribute reasonably accurate information, or indeed any in- 
formation, as to the extent of the actual co-operation between 
workers—teamwork—that obtains in a given department, and 
beyond this, the extent to which this co-operation includes 
eo policy or is wary of it. The Hawthorne inquiry at 
oe these most important industrial issues and made 
Seater ry steps toward the development of a method of 

nosis and treatment in particular cases. 
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CHAPTER V 
ABSENTEEISM AND LABOUR TURNOVER 


In THE years between 1933 and 1943 many inquiries, greatly 
varied in character, were undertaken by the Harvard research 
group. Of these, I shall mention three only—a study of a large 
department store by F’. J. Roethlisberger, John B. Fox, and George 

F. F. Lombard; a study of unemployment in western Pennsylvania 

by George C. Homans, John Cooley, and Gordon Bowden; a 
study of a small, rapidly expanding manufacturing concern by 

F. J. Roethlisberger, John B. Fox, and Gordon Bowden. I have 

no doubt that these studies in due course will find their way to 
publication. The first and second may be said to have given strong 
support to the belief that the study of working groups is vital to 

the understanding of any management-worker relationship. The 
second cannot well be developed until the return of George C. 
Homans. The third possesses a particular interest, in that it 
served to demonstrate the urgent need of a systematic ordering of 
operations as a business grows in size. The group of problems 
involved in the formal organization of a plant were specified in 

the preceding chapter (Chapter IV) as second in a list of three of 

the persistent problems of management and administration. 
Roethlisberger, Fox, and Lombard have much information on the 
difficulties created in small manufacturing plants by war-time 
expansion. Many businesses, especially perhaps in New England, 

had records of success when their total employment rolls num- 
bered less than 500 persons. The control of such businesses was 
more or less personal or of a family type; and it worked sufficiently 

ily until war-time requirements increased the total 

___ personnel to a figure in the neighbourhood of 2,000. Then the 
___ lack of systematically ordered procedures showed itself in the 
Sudden emergence of a host of problems that seemed to be personal 
rt psychological until close study revealed the source. A relation- 

* ae to the family may be effective for a population of 
14 3 but the lack of definition of executive function serves 
create pr ad 1 aceteedaagie and errors when the con- 
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established. aa ae received much, indeed almost exclusi 
organizing ~seee es of this book, I return to the topic of human 
attention; for purpos hich is generally assumed to be effectively 
relations in industry, wilc g hth attitude ix 
“+h if operations are properly ordered. Such an attitude in 
See r he common practice—means that study of the 
sually for the most part neglected. | 
Early in 1943 great public concern suddenly became manifest 
with respect to the phenomenon of so-called absenteeism sit 
was believed that war production was seriously diminished by 
casual and wilful absences of workers from their work. Many 
alleged ‘“‘causes” were cited—illness, difficulties of transport, 
family troubles, shopping problems, and the like. It was also said 
that larger earnings induced workers to take unjustifiable week- 
end holidays. When the discussion was at its height—newspapers, 
Congress, public meetings—we were asked by an official agency 
to make a study of the situation in three companies in a metal- 
working industry of great importance to the war. ‘These three 
companies work almost side by side in a relatively small east coast 
wes city—a_ district traditionally expert in the craft for 
ae 
SidshE pontthe thes honed. n, Italian, Irish, French-Canadian, 
» the Anglo-Saxon Yankee; the war had led to an 
approximate twelve per cent. increase of ‘th 
e total. But the local 


tradition apparentl 
; y held against diversit igi 
comer. Throughout the district there See ang the new: 
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" City w 
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Planations most frequently 
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offered were that workers were earning a great deal of 
that, by reason of this, they tended to take small excursions in 
ends; and that there was much conviviality, especially during 


week- | 
week-ends. Everyone who gave us such an explanation had one or 


more stories of actual and verifiable occurrences that illustrated 
his claim exactly. It was impossible, however, on the basis of these 
illustrations to decide the comparative incidence or importance of 
these ‘‘causes’” of absenteeism. 

The office statistics of the three companies did not greatly help 
us. The customary office statement showed absences in terms of 
man-hours of work lost. If a worker misses his eight-hour shift, 
eight man-hours of production have been lost—sometimes this 
was translated into an agreed equivalent of pounds of metal. This 
last figure was not wholly reliable; we found instances in which 
equal losses of man-hours in a casting shop had been followed by 
a considerable loss of poundage in one case and in another, by no 
loss at all. In the former event, several furnaces were ‘‘down”’; in the 
latter, no furnace scheduled for work had been forced to shut down. 

The man-hour figures, to be sure, serve the purpose of giving an 
executive officer immediate and important information as to the 
working health of his plant. He receives each week a tabular 
statement of man-hours lost in each department and the percen- 
tage of this loss by comparison with the total man-hours of work 
planned. So a clerical department may show a 1 % or 2% loss, as 
against a loss of 10% to 14% in sheet mill or casting shop. This 
shows clearly enough where the problem of casual absences may 
be reflected in diminished output and indicates a symptom that 
demands attention. At the foot of such a table, the total man- 
hours lost in a given week are shown and this loss again is expressed 
as a percentage of total man-hours planned. In a plant of several 
thousand workers, this actual total, for example something above 

4,000 man-hours in a week, may look formidable—but the per- 
centage expression is misleading. None can pretend that the direct 
_ effect upon production of clerical man-hours or casting shop man- 
Aours is equivalent; the two terms cannot even be expressed as 
erically related. Yet the inevitable tendency was to assume 
tal man-hours lost in a given week were capable of 
into pounds of metal. This tendency was not overt, for 
would have led to immediate recognition of its 
ch idea existed remotely in the think- 
workers themselves, and union 
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nts of responsible executives to the effect th 
the stateme ‘+ might be, was more acute In the casting 
trouble, whatever 1 Mls a anf d by the same authorit 
‘ewhere. We were also intormec Dy | 
than elsew ere. 66 i? f th hole mduestr 
‘»¢ shop was the “bottleneck of the w industry 
that the casting P f et eseral alloy 
every other department was dependent for supply of metal alloy 
<a ras limited by 
upon the furnaces. Such study as we could make was oe 
both time and personnel available; concentration upon the casting 
shop situation became necessary. Acting upon expert advice, we 
decided also to study, in part for purposes of comparison, the 
sheet mills (where slabs of metal are rolled into bars, tubes, and 
sheets), and, if possible, a department that manufactured the pre- 
pared metal. 
For a detailed account of our method of procedure, I must refer 
the reader to Absenteeism: Management’s Problem by John B. Fox 
and Jerome F. Scott.1 The official man-hour tables being useless 
for purposes of analysis, we decided, with the utmost co-operation 
of the officers of all three companies, to select, as a preliminary 
and simple index, that of regular attendance. We hoped to dis- 
cover something more about the incidence of casual absences 
i various individuals of a department. And at once we 
ne ae 3 cee Is it possible to distinguish statistically and 
i 4 cen real sickness and alleged sickness? Inquiry soon 
showed that records of reasons for ab e— 
We are anielishdaracy or absence—where they existed at 
2 edema te nie tae was with significant approxi- 
compiete accuracy; complete accuracy 


can be had only in m . 
nee athematics: j tae 
approximation is the best that 0% in factual determination an 
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she D articular study we were making, we were not 
tac : 


arned with sickness, 1¢ seemed wise to take figures that 


least to some extent, minimize successive days of absence 
oe . D, L J i¢ 


maximize frequency of absences, especially absences without per- 


mission. By this method considerable confusion was avoided. Fi 
example, two male workers were absent for 22 days in 1942. The 
one was out for 22 successive days with appendicitis and was not 
otherwise absent during the year; the other was absent 11 times 
for 2 days, mostly in the week-ends. The first was scored as absent 
once; the second, as absent 11 times. This simple device not only 
put order into the study; it also showed group attendance pat- 
terns which are usually obscured in any simple statistic by the 
inclusion of medical cases. And it was the group attendance 
pattern, irrespective of illness and accident, that we wished to 
study. 

We began by taking out figures for those workers who had been 
continuously employed throughout 1942: in the casting shops, 
sheet mills, and one manufacturing department, the majority of 
these workers—whom we termed “‘veterans’’ in the charts—were 
still in the employment of the same company. The facts thus 
elicited from company records were surprising not only to us but 
also to the officers responsible for the records. Chart 1, for instance, 
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Cuart 1. DIsTRIBUTION oF 103 VETERANS! By NUMBER OF 
ApsENcEs? IN 1942: Company D*— 
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shows for a manufacturing subsidiary of Com; 
as Company D) the percentage distril uti ‘ 
veteran zZroup according to frequency of 
shows that 37 of a total of 103 workers had no 
during the whole year; 26 had been absent onc, 
absent twice; 8, 3 times; and soon. The chart gives 
in the form of percentages of the total group; “See 
regular step-down pattern from no absences at al] ee | 
in the 12-month period. Beyond this there Beir. ove = - 
persons in all) whose absences for the year were 6 or m: fhe 
It is significant that the largest group consists of those persons who 
were not absent at all; the next largest, those who were abse 
once; and the next, those who were absent twice. Of the wee 
group, only 78% were absent more than 5, times in the year, W : 
sis Searentne 
prefer to be at work, that their attendance 
Is prevented only by something compelling in external or family 
circumstance. Further inquiry, of an undirected interview type 
confirmed this conclusion during the final stages of the study. 
Such moralizations as we had heard locally—the stories we had 
been told—might well apply to the small group, 3.9% of the total, 
or 4 persons, who were absent over 10 times from work, but could 
not be reasonably applied in criticism of the whole department. 
The next charts (Charts 2 and 3) are similar to the first and 
give the figures for 1942 in the sheet mills in Companies A and B. 
In Company A the total veteran (as defined above) employees 
numbered 166; for Company B, the veteran employees for 1942 
numbered 433. The two curves are closely identical; well over 
50% of the employees in both companies are in the “no-absence” 
and “‘one-absence”’ groups combined (Company A, 56%; Company 
B, 54.4%). Once again one sees the phenomenon of the cluster 
at the left of the diagram and of the almost regular step down- 
wards from no absences to 5 absences in the 12-month se 
~ Once again also one sees that there is a special problem, thoug 
not of compelling dimensions, with respect to those who have been 
absent over 10 times in the year. 
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DEAE read : heet mulls 

for casters that did not greatly affect the s as 
ac x, The general opinion held locally ers 
f work in the casting shops—furnace heat, , 


s 


ce 
IS (6 


10re than Io, 


tert. o 


ABSENTEEISM AND LABOUR TURNOVER 


lomp rol v TTIMRER 
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other discomforts—were chiefly responsible for the differenc 
for production was, if anything 


knew also that pressure t 
here than elsewhere. This was not due to any direct 


from management; it was inevitable in a war situation 
f a plant was dependent for su 


every other department 0 PI 
metal alloy upon the casters. The difference between the ca 
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Company C. But local opinion had led us to expect that the 
actual physical discomfort of a casting shop would be the chief 
determining factor. The conditions of work in the Company C 
shop were much better than those in Companies A and B. Com- 
pany C had installed a new casting plant and had begun its opera- 
tion in the closing months of 1941. The furnaces and the moulds 
could be handled with comparative ease and certainly with less 
discomfort than in the plants of A and B. Yet the percentage of 
regular attendance did not show a sufficient difference to be 
accounted wholly satisfactory. 

Simultaneously with this work we had prepared lists of the 


Cuart 7. ABSENCES! OF VETERANS? BY QUARTERS, JANUARY, 
1942, THROUGH Marcu, 1943: Companies A, B, AND C— 
Castinc SHops 
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| situation in this most critical—indust rj 
. M > ‘a > os 
ab mtu (labour shortage, higher earnings 
ons f we had ers ee were 
ik seo ai abour situatio 
- sortie cad to explain why the oe ee 
still r ‘ ee affect Companies A and an. : ee : : é a 
shoul ~ ARES Company C. The popular exp Beaton 
sop F ccaseble and we turned to closer study of the lists of 
was no > whit 
‘ndividual workers. : 
monthly absences of in e 
Guided by our first charts, we had grouped those workers with 


records of none to 5 absences as regular attendants. Close inquiry 
in various instances had given evidence that a man with, for 
example, 3 absences in a year could account for all 3 by some acci- 
dent of circumstance—icy roads and a twenty-mile drive, a child 
or wife suddenly taken ill, or any other of those external determi- 
nants usually set down as “causes” of absenteeism. We had there- 
fore assumed that the none-to-5-absences group constituted the 
“regulars”, the individual difference due to some circumstance 
that could not be wholly controlled. At this stage of the inquiry 
we therefore abstracted from the company lists the records of those 
casting shop employees whose individual absence records did not 


exceed 5 absences in the 15-month period. And we found that the inci- 
dence of these absences in Com 


more rapidly in the latter 
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rewulal attendants in Gompanies A and B was afte 
general deterioration; in Gompany C the improvement in 
reapect among the regulars seemed to be almost as remarkable 
Phere was need that we should study more closely conditions in 
Company G in comparison with similar conditions in Companies 
A and 8, 

We had not neglected the study of all the workers in the three 
easting shops, Our special interest in the behaviour of the regula: 
attendants——those who preferred to be at work rather than else- 
where—-was due to our close participation in the Western Electric 


Cuart 8 Argsences! or VETERAN Goop ATTENDERS? BY 
QUARTERS, JANUARY, 1942, THROUGH Marcu, 1943: 
Companies A, B, ANnp C—Castinc SHops 
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* Any series of consecutive days absent by one man is counted as one absence. 

* Men hired before January 1, 1942, and on payroll throughout period considered 
who were absent from one to five times in 15 months. 

Source; John B, Fox and Jerome F. Scott, Absenteeism: Managemeni’s Problem, 
Chart 13, p. ra. 


experiments.! The final discoveries at Hawthorne of the extent to 
which the “informal” group influenced individual behaviour? had 
made us alert to the need for knowledge of the attitude and con- 
duct of the better workers. But we had also prepared for our 
esis a chart showing the percentage of absences of all workers 
tonthly absences expressed as percentage of workers on the pay- 
roll at that time) from month to month in the casting shops of the 
companies. Chart 9 here presented shows these percentages 
January, 1942, to June, 1943, inclusive. Here again, taking 
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e department in each of these companies; that all are making 
_ me product; that the three are of long standing in the com- 
ee that they share the same labour market and environment 
of housing, transport, and shopping difficulties—if we take 
account of these factors, then we must attach some significance, 
for absenteeism, to our findings with regard to differences in 
administration as between Companies A and C.”’! 

Whether we looked at the records of ihe whole casting shop or 
of the more regular attendants in it—in either event it was borne 
in upon us that some difference of method and of internal 
organization must be, at least in part, responsible for the remark- 
able difference. Was it possible, simply and directly, to detect this 
difference? . 

The answer to this question, which had become clear and 
specific, was not far to seek. Three findings, which came almost at 
___ once, are of special interest: 

__ First: For twenty years foremen had been carefully instructed 
___ in Company C that the supervisors’ duty had two parts—the one, 
ese: competence; the other, capacity to handle human 
In other words, the director of training instructed 
es not only in the technical details of their 
thodical handling of human relationships 
in the latter of these was simple and 
be _ Foremen were taught the very 
ry rules or methods of approach 
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rought to light 
specified in the other plants. z 
of furnaces was manned by a t€ rke 
whole group was paid for its 24-hour achievement—s¢ 
could make up for difficulties faced and mastered by ar 
This meant not merely “team-spirit” as an abstraction; it meant 
‘n fact that no shift tended to slack off as the end of its period of 
work approached. A furnace refilled for the men coming on 
benefited not only the newcomers but also those leaving the job, 
Officers of the company claimed “teamwork and no buck-passing”’ 
Cuart 10. DISTRIBUTION OF VETERANS! By NUMBER OF 
ApsENcEs? IN Six MonTHs, OCTOBER, 1942, THROUGH 
Maro, 1943: Company C—CasTING SHOP 
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These three differences of internal organization in Company Cc 
indirectly to another finding. I have said (page 85) that in 

- a rts of attendance in the three casting shops. for 1942 the 
on nd of Company C had been something of a disappointment. 
a opinion had led us to expect a greater difference because of 
- better technical facilities and working conditions. We now 
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sure upon companies jpetees those cine Co “ pal 

tng the first six months of 1942, 4 
During ¢ with a situation that demanded not only 
contending duction of metal in the casting shop, but 
faut 2% of new workers to her adequate but somewha 
ane Seas For Company C had begun the enrolment of 
as in October, 1941. By the third quarter of 1942, the teal ns 
had begun to operate spontaneously; this one may a iron 
inspection of Charts 7 and 8. We now realized that the figures 
quoted for 1942 might well portray a situation peculiarly un- 
favourable to Company C; we therefore prepared similar charts 
for the three companies for a period of six months from October, 
1942, through March, 1943. And these charts (Charts 10, 11, 12) 
clearly served to confirm our other observations. Company C 
shows 89.9% of regular workers (no absences to 5); Company B, 
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ABSENTEEISM A! | 
‘at of view: And, it must be remembered, in a oe “4 
Navy . -kers, from high executive office to benca, ten 
indus? - “California, unlike the East, the central ‘Core 
ee wi snot made up of older and experienced workmen. 
eee? nttendance regularity, taken by departments 01 


harts of | : <ve 
agra consequently of small use to us. They certainly 
he probable existence of working teams—the columns at 
e charts—but, almost always and in every plant 


howed an exaggerated group of “irregulars’’—the 


. 


shifts, 
showed t 
the left of th 


studied, they $ 
columns at the right. Whereas in the East it was rarely that we 


found more than 10% of a group irregular (when we did, it 
marked a situation that called for immediate inquiry), in Cali- 
fornia a 40% or 50% irregularity was commonly met. And it was 
this group of irregulars that accounted for the very large labour 
turnover. 

It was consequently necessary that we should ignore the larger 
groups—departments or shifts—and “go down the line” until we 
were studying smaller groups of persons actually in daily intimate 
working association with each other. We were able to get reliable 
information, and attendance figures, for 71 such groups. And at 
once we found that such charts no longer showed so large a pro- 
portion of “mixed” situations; we had figures for good groups, bad 
groups, and a few indifferent. I show a specimen of each type of 
group (Charts 13, 14, and 15). 
wae Re a of industries in the East and Mid-west justified 
RE oy > an oe rate of less than 5, absences in 
‘ibe fakes 2 gph xe this aarumphiony, we found that 
Sin 9h Rect - _: 100% regularity; and 10 others 
esens Seilieean ad groups, on the other hand, were 

gularity at all being quite frequently characteris- 


tic. Amongst 
serps gst the regular attendance groups, we found three 


First, 
Sel ety small group, varying from 2 or 3 to 6 or 7 
sis 12 such groups with an almost perfect score. 
and a group ently lends itself to the development of intimacy 
ited SS alam of individual regularity. 
€ group cited te Pie a central core, as it were, of regulars. 
7 ac taecs € tor good attendance consists of 30 workers; 
relative 1 ans with an attendance record of 83%, 22 are 
The dé ees a score of 78%. * 
? ‘Calls for special mention; it comes into being only 
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Note: The horizontal scale ee oa es A ‘5 os 
onthly absence rates Dy Classes £4 [0 1 
to repr esent m J Absences per n 
Classes 0—0.09 
A 0.I-0.19 
" 0.2-0.29 
= 0.30.39 
: 0.4—0.49 
: 0.5-0.59 
i 0.6—0.69 
1 0.7—-0.79 
I 0.8—0.89 
J 0.9-0.99 
K 1.0 and over 


Thus an employee in Class K would have the equivalent of 12 absences 
or more per year. An employee of, say, 3 months’ service with 2 
absences would be in Class G (0.67 absences per month), and so on. 
As in Absenteeism: Management's Problem, we counted absences, not days 
absent, in order to minimize absences caused by illness and to empha- 


size the irregular attendant who repeatedly absents himself for brief 
periods, 


Cuart 13. MonrHiy ABSENCE RATES IN DEPARTMENT I, 
228 Worxers,! ALL SHIFTS, JANUARY-NovEMBER, 1943 


ee 


ili 


MN 
io 


<— ~~ AS 


i 
R 
S$ 
N 
N 
8 
S 
\ 
& 
€ 


ABSENTEEISM AND LABOUR TURNOVER 95 


iyhen someone in authority, or conceived by the workers as repre- 
ting authority, definitely works to create it. . 
= he chart I show (Chart 16) presents the situation in a small 
ii partment in a plant in Southern California. This small group 
of persons has a reputation for “working like beavers”. Their fore- 
man said that their efficiency (output per man-hour) runs 25% 
above that of the average for the plant. A brief glance at the chart 
will show that it compares well with anything we can show for 
plants in the more established east coast industries. Ninety per 


Cuart 14. MontTHiy ABSENCE Rates IN DEPARTMENT III, 
234 WoRKERS,* ALL SHIFTs, JANUARY-NOVEMBER, 1943 
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. Source: Elton 
in the Airey aft I ‘eagle pe | F. F. Lombard, Teamwork and Labor Turnover 
— ee s tfornia (Harvard Business School Division of 
€sear udies, No. 32, 1944), Chart 7, p. 13. ; : 


cent. of th 

number of cee employed are regular, and by far the greater 
asions, “ee saartag had no absences at all. Indeed, on several 
high temperature aa put in an appearance when suffering from 
doctor. have had to be sent home by the company 


This situati 
ee tion has 
BS directly Sapa ris ene by chance. The persons 
nt The onal : or assistant foreman and a “leading 
a but is h; 1an himself highly approves the work of these 
Re uumself much occupied with technical and organiza_ 
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The assistant foreman and the leadin 


tional details. 7 . 
that the achievement of g1 


believe, and clearly state, ! 
is of first importance in a plant, and is actually oy 
tained production. Their interest, however, 1s by no 1 
to sustained production. On the contrary, both exp 
quently to us pride in the human aspect of their adm: 
They were alike confident that absenteeism and labou: 
would not become problems in their group. 

This fortunate situation has come into being largely a: 
of the activities of the leading hand, supported always b 
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CHART 15. Montuiy AsseNce RATEs IN DEPARTMENT IJ. 
374 Workers,’ ALL SuHIFTs, JANUARY-NOVEMBER, 1942 
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yssociates. After the newcomer has worked for « | 

le ,dman gets him a pass and takes him down to the assemhl 

to see what he has made installed in the complete machine. In 

addition to this, he listens to any personal problems that m; Ly be 
reoccupying a worker, new or old. He says that line supervision, 
and probably top management, is not in these days sufficiently 


CuarT 16. Montuiy Agsence Rates tw DEPARTMENT IV, 
55 Workers, ! JAnuary-Novemsrr, 1943 
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f the new demands that changing industrial ne e 
aware © . management in respect of the 8 proble ns 

) ‘ re ““many mor 
making tration. In these days, he says, people ae i . Soe 
— their minds” than they used to have, and that eteang- 
things on near work”. He gave many examples taken from 
deal illustrate this. ‘And it is remarkable that many 
his own group to ! --eatisfied elsewhere in the plant and 

bers of his group were dissatis 

Sai have become “labour turnover” if some company official 
we try working in the department under dis- 
had not induced them to try 


cussion. It is also remarkable that workers in this department, 


ce 93 = 
when conversing with us, tended to say “we”, whereas workers 


elsewhere in the plant always said ‘‘I’’. 


Now a group such as this last must characterize modern industry 


if it is to continue successfully its present line of development. Ina 
group such as this, the characteristic divisions of our former 
established society count for little or nothing. Amongst individual 
members are included coloured people, some Californians, men 
and women of Oklahoma and Arkansas (and there is ordinarily 
great difficulty of association for Californians with *“Okies”’ and 
“Arkies”), and many others. We have indeed been surprised 
throughout this country during the war—East, Mid-west, and 
California—by the ease with which coloured people, and others, 
are absorbed into a working group if and when they have clearly 
Soe aed . We are not prepared at this stage to make any 
ations upon a basis of so few instances: but, as a tentative 
a the fact must give us pause. 

ents Gas ggbave Brely deusibed—fuller reports ar 
lai y interested—bear so directly upon the 

claims I have made that many will beli eae 
Pecatis purpose. This is ae = elieve they have been selected 
records of the Department of es think that any case upon the 
equally convincing. The publi ustrial Research would have been 
pubications of my colleagues already 


Provide evidence to b hits 
. ear out t 1 4 e . 
continue todo so. The Situation ee the future wil 


t support m is not that I have ch instances 
iin ul ent, and have ignored ere: “ ieeay 
~ ere 18 Clear evidence that NY Sie first-hand knowledge 
| ased on a , Usual ideas and practices in 
Problem and co | oar “usconception of the nature of the 
first, ona ee My select; a eePtion also of the nature of 
3 3 eines 4 €n made for two reasons: 

se in the cases reported I have 
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myself been intimately and continuously concerned; second, 
ae I feel that the instances selected contributed something 
of significance to our conception of the industrial situation, some- 
thing that illuminated, or even changed the direction of, our 


thinkin 
a was the nature of this illumination? I think this question 


can be partially and tentatively answered. 

First, in industry and in other human situations the adminis- 
trator is dealing with well-knit human groups and not with a 
horde of individuals. Wherever it is characteristic, as in the 
California of 1943, that by reason of external circumstance these 
groups have little opportunity to form, the immediate symptom is 
labour turnover, absenteeism, and the like. Man’s desire to be 
continuously associated in work with his fellows is a strong, if not 
= en human characteristic. Any disregard of it by 

agement or any ill-advised attempt to defeat this human 
pulse leads instantly to some form of defeat for management 
: = ts If, In Philadelphia’ the efficiency experts had assumed the 
of the Seeiicial incentive; in this they were wrong; not 


predicted afore employment upon the basis of a 
ute examination by tests of his technical and 
ly, if not wholly, mistaken. Examination 


and his — adapts bite: tig 
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om > astonishing. In Philadelphia a labour turnover 
ly 250% shrinks to an approximate 5%, produc- 
'y vastage diminishes, absenteeism ceases to be an 
nd in California, twenty years later, a leadman 

s and maintain production in the midst of a 
human chaos—thousands of workers every 

jing factory employment despite the most 

ons. 

ons do not diminish the gravity of the 
ge from an established to an adaptive 
sager human desire for co-opera- 
nary person and can be utilized 


ropefully. Even though pro- 
"us to learn how to handle 


CHAPTER VI 


“Patriotism Is Nor Enoucu; We Musr Have No Hartrep 
OR BITTERNESS Towarps Anyone’?! 


AN EMINENT physician, writing from Australia, expresses satisfac- 
tion that the universities at last show signs of interest in the close 
study of actual human relationships in the modern world. The 
letter continues: ‘‘Science has developed our knowledge of almost 
everything except how to live together in peace and amity.” The 
amazing technical development in recent years—air travel, radar, 
penicillin—puts to shame our utter social incompetence. Men 


the et of collapse”, but had already collapsed.” As with Rome, 
re i ‘isted for a brief period after the collapse had occurred. 
t we aa . “xists to-day, he says, cannot be called civilized. 
all the tis watching is “a steadily increasing disintegration of 
barbarism” Perative efforts of mankind, and an uprush of true 
Dr. A. vq: ies 
broadcae f pa os British Physiologist, in a speech recently 
Cultivated ;- €ntion to “the terrifying dangers which science, 
Sees 1 the service of political nationalism, is bound 
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For, if political isolationism and 
i ‘cation 
o exploit science and its application 


nationalism are t naming 
in order to prepare in secret !o 


benefit of mankind but in © ae a 
destruction, they are very likely to succeed; ane mahtin 
may become extinct. . - - The possibilities of ayer) AS tag 
chemical and biological methods are frightful beyon d any hither 
imagined ’”’. Nor can ‘“‘the decent sense of ordinar A IT _ 
trusted to prevent such happenings. For we have seen an almost 
complete collapse of previous ethical standards” and “‘s re 
millions of highly educated and intelligent people . . . led into 
hate and hysteria by the methods of the scientific advertiser and 
propagandist”. The remedy Dr. Hill proposes is “‘an international 
brotherhood of scientific men with a common ethical standard”. ' 
To those of us who were supposed to have completed our forma! 
education in the closing years of the nineteenth century, this state- 
ment is reminiscent of what we were then taught. We were told 
that Europe had become civilized, that the increasing number of 
highly trained and intelligent persons engaged in scholarly or 
Sa ead no national boundaries entirely pre- 
a lane . : ap i recurrence of massive wars. Many of 
eaten or, peer or aimed intelligence of our academic 
of thought”, read and believed Sir Norman Angell’s 
Great Illusion. And we were tter] i a 
Sa aa utterly surprised by August 4, 1914, 
upon civilized order Sat a 8, when the first barbaric intrusion 
creation by the League of Reisaker sg Ne en se 
on Intellectual pocicdion’ Wi an international Committee 
: €n a number of persons, each 


eminent in a highly special; 
obviously ieominibie aur ~ ee pees > Geneva and, 


to bring..-- 


cores of 


hy . *. . 
Pp yologists, Psycholog} n the field is widened to include 
Scien 7 schol 
te eaters ars, and a few statesmen 
Patted ROSIN, ce” Celine Bris Bronce dslvered at mecting of 
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or political students, the consequence is more likely to be a babel 
of confusion than the definition of a field for inquiry. Neverthe- 
less the theory that the meeting in conference of a sufficient 
number of eminent specialists drawn from widely different fields 
will in some fashion produce the first-hand knowledge required is 
still widely held, even in universities, Yet such eminent persons, 
when summoned to Geneva, were merely worried and perplexed 
by impassioned argument and declamation ; they had no notion of 
any method by which non-logical and noisy troubles could be 
resolved. 

There is no way of dealing effectively with these international 
or intranational situations other than the way that all the sciences 
have trod. The first step is the patient, pedestrian development of 
“first-hand knowledge’?! or “knowledge of acquaintance’.?. The 
second step is that of the administrator, the clinician, the artisan 
—intimate acquaintance with the facts gives rise to skill in hand- 
ling them. The demonstration of an unquestionably effective 
skill is immensely important, for it provides the justification, and 
at first the only justification, for the third step. The third step is 
the clear statement, for laboratory test and development, of the 
logical implications of the effective skill. All skill—administrator, 
clinician, artisan—is based upon the capacity of the operator to 
select from the mass of facts offered for his inspection two or three 

that are especially significant for action in the situation. In this 
manner an effective skill assures the logical relevance and value 
of the selection or abstraction upon which it is based. The present 
apparent aimlessness of the social sciences is due to the fact that 
few of the abstractions they use have been thus developed. No 
sociologist or psychologist that I know studies an outbreak of 

‘wildcat’ strikes in the Detroit area with the intention of looking 

beyond the symptom to methods of better understanding and 

Control. Yet both management and union leaders are much in 

need of skilled diagnosis and advice. 

€ concept of these three steps as chronologically sequent one 

upon the other is broadly but not wholly true. Something of a 
Conceptual pattern or framework is present in the thinking of the 

* ¥ observer as he begins his patient, pedestrian toil toward 
Poco... eccmary knowledge-of-acquaintance. This original tentative 
Be 2 * Always in part mistaken and insfficiest: it may be 


; a 


The Principles of Psychology, Vol. I, p. 221. 
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he difference between a good obser ver ane 
hat the former is quick to take a hint from 
develop skill in handling them, 

d to revise or alter the con eptua 
r—the poor observer 


wholly so. T 
is not good is t 
from his early efforts to 
to acknowledge the nee 
work of his thinking. The othe 
dogmatically onward with his original thesis, | 
correlations, long after the facts have shrieked in protest against 
the interpretation put upon them. 

The cases I have presented for consideration in connection with 
the human and social problems of modern industry are, I believe, 
sufficiently representative of the many other situations we have 
studied of men and women at work. This claim will be corrected 
and expanded by my colleagues and successors. We cannot yet be 
considered to have advanced very far upon the way we have 
chosen to travel. But sometimes an observation essentially simple 
She eet - pr ae affairs that extends far beyon d 
And this. I think claimed for it of intellectual illumination. 

» } think, may be said of the finding that modern civiliza- 


tion for approximatel ‘ 
y two centuries has : i 
and develop human done nothing to extend 


lost in a maz 


ae teamwork and the development 
renzied cultivation of technical skill at 


Such evidence 1 
this desire is de ae have supports the claim of J. N. Figgis that 
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It is in this situation that the Hitlers of this world—the destroyers 
—find their opportunity. 


Christopher Dawson, in a passage I have quoted earlier, says 
that the growing complication of modern mechanized civilization 
demands a correspondingly higher degree of organization, an 
organization that cannot be limited to the material elements in 
the complex. And it must be confessed that, for the most part, this 
capacity to contrive a higher degree of organization is still to seek. 
It is far easier for an industrialist to assume the overwhelming 
importance of material and technical factors and to neglect, or 
shrug off, the need for active and spontaneous participation in the 
effort by the workers. Yet it is true that the larger the industrial 
organization the more dependent is it, not only upon technical 
advance, but also upon the spontaneous human co-operation of 
every least member of the group. 

F. J. Roethlisberger is of the opinion that our industrial civiliza- 
tion of the present is improvidently living on its capital, upon the 
store of human goodwill and self-abnegation that many centuries 
of established routines of living have left us. In a recent paper in 
the Harvard Business Review, he points out that in the industrial 

ituations we have studied we have constantly found, often in the 
levels of administration, “men of extraordinary skill in the 


direction of securing co-operative effort”.! The importance of 
____ this administrative function “is too little recognized”. Indeed ‘“‘a 
‘greater proportion” of such men remain at the lower levels of 
1ent because technical competence wins recognition and 
whereas skill in handling human relations does not. 


th 
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Morale, the maintenance of co-operative living, is comme 
panes “4 segs ta, ‘ that the study of such matters is beneath 
serve to justify the 1 se : h M it Vet +] 
the notice of the engineer, the economist, the univer y- Yet the 
instances I have presented do not seem to support this contemp- 
tuous dismissal. Intelligent handling of the situation—not senti- 
mental, but simply intelligent—resulted in major changes of a 
definitely measurable order in Philadelphia, at Hawthorne in the 
test room, in Company GC, in the leadman’s working centre in 
California. Production increased, wastage diminished, absentee- 
ism and labour turnover diminished—would not such changes in 
specific instances be taken as triumphs for systematic study in any 
other area of inquiry? The fact is that those who refer to such 
matters as imponderable are themselves ignorant of methods by 
which they can systematically set about the task of improving the 
co-operative morale in a working department, and are irked by 
any implication that this is a proper duty of the administrator. 
Such men therefore rely upon a confident, or even jolly, manner, 
upon knowing everyone’s first name and using it, upon expedients 
such as saying “Good morning” to everyone they meet. And it is 
these same persons who ex as %9 

=< a for — 

‘ or intelligent inquiry and under- 
standing, would be comic in an ae cual but, when 
| can, in general, show nothing 
aneént recedes and tragedy takes its place. 
without it, is breaking down 8; society, within the nation and 


that our 0 : There is no reason to 
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i ae ee Pathological ues weak least One aspect; when normal 
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disintegrate, t and hatred when the normal 
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together have taught Germans and Japanese that civilization will 
not tolerate aggression, tyranny, and soulless brutality. Nor am I 
thinking of the post-war handling of the problems of Germany and 
Japan: criminals must be taught that society will not permit 
crime, nor suffer those beyond the pale of humanity to live in 
freedom. I am thinking, rather, of the kind of leadership—politi- 
cal, industrial, scientific—we tolerated before the outbreak of the 
war. France is perhaps an object lesson. A society divided into 
hostile camps, its leaders venal and contemptuous of humanity, 
mutual hatred rather than co-operation the mainspring of action, 
personal reputations dependent on material Possession rather than 
any human quality—what wonder that such a society fell apart 
instantly at the advent of an aggressor and went down in defeat. 
Across the English Channel, most fortunately for civilization, the 
first touch of adversity had the opposite effect. Senseless opposi- 
tion was abandoned, the exponents of imbecile hatreds were sup- 
pressed. An eminent F renchman, in conversation last year, 
insisted that “England and civilization were saved by three 
things”. First, by the boys who flew Spitfires and the men and 
women workers that made and repaired them. Second, by two 
physicists working in a laboratory—radar. Third, by Mr. Winston 
Churchill and an England that could make an instantaneous and 
united response to his call for blood, tears, and sweat. 

But Dr. A. V. Hill is not the only academic who is apprehensive 
of our present and future. For the last five or six years a Confer- 
ence on Science, Philosophy and Religion has been meeting in 
September in New York. These meetings have been ably organ- 
ized by the Rev. Dr. Louis Finkelstein with the active assistance of 
many of the leading academics of the United States. Their dis- 
Cussions have moved with a steady step toward the subject of 
“Group Tensions”—the increasing hostility, and even hatred, 
displayed by many and various groups in our society toward each 
other. For this year, the topic is to be the possibility of develop- 

i308 methods by which this accelerating movement toward disaster 

_ -‘May be sea Such discussions are admirable and ee 

heeded: the difficulty once again is that faced at Geneva. 

Bis Those scientists and Bi taars who are well-equipped to make 

___ the third step named above—to make explicit the logic implicit 

ie Se lew, loped skill—are without the first-hand knowledge of the 
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ent to be handicapped by an inability ‘to 
ia ie nd logical form the implications of the ru 
en Esra. We have failed to train students in 
she situations; we have thought that first-class 
har was sufficient in a modern and mechanical age 


PeTThis defect of education and administration has of recent years 
become a menace to the whole future of civilization. For, Just as 
the will to co-operate is deep-seated in humanity, so also is the 
readiness to fear and hate an alien or merely another group. I 
have elsewhere quoted A. R. Radcliffe-Brown’s findings in his 
anthropological studies of the West Australian blackfellow. When 
he and his blackfellow attendant approached a native camp, the 
old men of the tribe came out and made meticulous genealogical 
inquiries into the black attendant’s antecedents. If his relation- 
ship to the tribe could be proved, he was admitted to the camp. 
But if such relationship could not be proved, he was not only not 
admitted but was in danger of his life.1. And this is characteristic 
of all primitive peoples. “He who is not for me is against me’; 


anyone who is not an actual member of the co 
-Operating group Is 
regarded with doubt an . sted in 


om d suspicion that i ‘nto 
hostility and Rr P at is easily converted int 
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consequence we are technically competent as no other age in 
history has been; and we combine this with utter social incom- 
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easily aroused hostility was characteristic of the relationshir 
between national or local groups but was not too difficult to 
handle. In the modern technica] Civilization this same latent 
hostility has infiltrated the society itself and demands intelligent 
attention as compared with conventional or routine handling. 
For the administrator himself in these days is frequently a victim 


easily aroused hatred to gain support for a group or measure in 
Politics and industry alike. He Says: 


Beyond the family, men also bind themselves variously to neigh- 
thood, club, schoo » Party, work association, state, church, nation. 


now that industry, despite the intrinsic co-operation demanded by division 
of labour, has also held some of the fiercest conflicts of modern society. 
i .M.] 


- if we have learned the perils and boomerang potentialities of 


_ Hither’s strategy of hate in inere 
‘Mat lesson 


Se saith much responsible experience as industria] 
) r of disputes before he was appointed professor of labour 
STE progress and technical organization have 
emocracies—the “plutodemocracies” of Mussolin; 
caehin, for the most part, beyond an ignorant 
of living, to improve at least to some extent the 
standards of society. But we have failed to 


step the strategy of co-operation; we have 
asier path, the strategy of hate, that leads 
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APPENDIX I 
THE POLITICAL PROBLEM 
(May roth and 11th, 1947) 
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I THe Mopernization oF a Primitive Community 


On Every hand we are told that the chief political problem of the 
present is the problem of “Two Worlds”, And in almost the same 
breath the conversation turns to America and Russia as if these 
were the two worlds in question—and the Opposition inevitable. 
None can deny the obvious difficulty of unity and co-operation 
between these two giants; but any such hasty foreclosure of the 
topic makes understanding of the source of difficulty almost 
impossible, and thus contributes an added item of misunderstand- 
ing. There are, of course, two worlds and a conflict of social 
conceptions and social methods; but the two worlds cannot be 
taphically identified. In one sense, Western civilization is 
Asiatic—with Russia, uneasy and uncertain, straddling 
another sense, it is a question of freedom against force 
-and failure to show on either side. But these two 
€ each other geographically. China and 
s as enlightened as any in Europe. Europe 
this moment—groups numbered by many 
to welcome almost any social system that 
necessities of life. Even Russia 
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century statement. 
to the fact that an ignora 
the tendency to-increase t 
been clearly manifest in t 


of fascism. Mussolini merely ac 
conclusion as to the direction of civilized development—and acted 


on it. 
There seems to be little general understanding, that is, articu- 
late understanding, of the two phases—centralized control and 
normal democratic control—of either administration or govern- 
ment. As a people changes and develops, its government must 
change and develop also. This change is effected by the advent 
of a crisis, more or less critical, that demands immediate attention. 
Such a crisis may be a small affair, affecting only some minor 
group within the organization; and it may be that routine methods 
will suffice to its control. But, when the crisis is general and affects 
a Nation, the central democratic authority is expected to assume 
—. = he being as arbitrary as those of any tyrant, and 
Seni Sala ol aa of an active organization 
acking. But when the emergency has 
ty of a democracy, if wise, will relax its 
asure of self-determination to return to 


And the neglect cannot be wholly attr 
mus like Hitler or Mussolini seized powe 
he range of governmental authority 
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those of war. Moments of dramatic success tend to be assoc; ti 
in popular thinking with military triumphs and the heroic method. 
And the ruler is conceived after the pattern of the Hollywood 
actor as one who is wholly occupied in making dramatic decisions. 
So a business executive is conceived as one who passes the day 
thumping his desk and roaring orders to subordinates. This is not 
the administrative process and never has been. But Hitler and 
Mussolini were wholly deceived; their proper background was 
Hollywood. 

The victories of peace rank highest; the terrible and dramatic 
moment at Hiroshima would not have been possible had not the 
work of many years in quiet laboratories, and in many countries, 
been mobilized for purposes of war. In a peaceful world, the 
discoveries of nuclear physics had been pointed in quite another 
direction. But the atomic bomb, the military utilization of these 
discoveries, captured the popular attention. And a large part of 
popular theory will, no doubt, continue to misjudge such military 
utilization and to regard all forms of successful control as charac- 
teristic of the military, the heroic, phase. 

But there is no such idea in these pages. As a civilization 
develops toward greater complexity, its methods of administration 
must develop toward greater complexity also. And the phasic 
alternation will characterize not only the whole society but also 
all the lesser organizations within it—great and small. Crises may 
affect a whole nation or merely a group within it. It is the duty 
of a central administration to watch the relations within and 
between its constituent groups and to aid, as best it can, the 
general co-operative development. 


II 


A society is a co-operative system; a civilized society is one in 
which the co-operation is based on understanding and the will to 
Work together rather than on force. In any primitive group, 

though the will to work together is active and strong, fear and 
force nevertheless bulk larger than in a civilization. This fear is 
tye merely pointed at other groups—even when other groups arc 
the subj of suspicion or hostility—it is pointed also at the 
. m natural forces that are always capable of defeating 
human intentions. Jenks puts this well: 
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he strongest characteristics of primitive man is his fear if 

One of the s He is forever dreading that some act of his 1 nay brin, 

i ei the anger of the gods. He may not fear his felloy 

= a0 ein of the forest; but he lives in perpetual awe of 
man, 


h W (8) t i e j e€ ~ ~~ 
tl ose ‘ € { 


ason; he reaps no 
harvest, the offended gods have destroyed it all. are — up ner 
4 mountain, and is caught in a snow-drift. He trusts himself’ to a 
raft, and is wrecked by a storm. He endeavours to propitiate these 
terrible powers with sacrifices and ceremonies; but they ooo 
always be appeased. There are terrors above him and around him. 


Jenks continues: 

From this state of fear, custom is his first great deliverer. . . .? 
Writing as a lawyer, he is concerned to demonstrate the origin of 
law as the articulate expression of accepted customs. Custom, he 
says, is: 

. . the earliest known stage of Law; it is not enacted, nor even 

declared: it establishes itself as the result of experience. 3 

His description of the attitude of a primitive society to the world 
sso  siotgteee —— = wag is sufficiently accurate. 
aideescdeu,. Leama societies for custom; hence 
social organization, finds his pe : Seg even at the lowest level of 
other members of iis eee ah head in active co-operation with 
other groups whose cuitorns differ ar his suspicion and fear of 
rom his own. In a very primi- 


€ proximi Se : ; . 
Hobbes Says: Proximity of disaster js very real—in Leviathan, 


ees (and ed., London, John Murray, 
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Rather more than twenty-five yeas ago—a quarter ol eee u 

Russia threw out the l'sarist regime, and the revolution began 
In certain aspects of the development there are echoes of the 
French Revolution. At first the moderates, the doctrinaires, those 
who believed in representative government on the English or 
American pattern, seemed to be in control. As ever, the moderate 
group proved inadequate to the difficult task; and the controls 
were taken over by a group of Marxists—the Bolsheviks. Facing 
civil war and attacks from outside, even these highly disciplined 
Marxians showed weakness in their ranks, and the first “pure- 
ings’ took place. The intimate history of this period when it js 
written will be extraordinarily interesting. At present we have to 
guess, although the general contour is plain. 

The successive purgings, culminating in the flight of Trotsky, 
who had been largely responsible for victory in the civil war, left 
in control a group of exceedingly tough-minded rulers. This last 
group had, in effect, abandoned the doctrinaire Marxist theories. 
They had learned, and quickly, that the dictatorship of the 
proletariat did not mean an instantaneous happy Utopia and a 
classless society. They realized that they were merely at the 
beginning of an exceedingly difficult undertaking—that of forcing 
Russia to become a single complex community and not a collection 
of ill-assorted and widely different social groups. Whereas 


ent to force unity and community to develop from within— 
come a reality of co-operation, and the word Russia more 
reg 4 mere name for north-eastern Europe and northern 
— we faced was colossal. Vera Micheles Dean says that 
in Soviet ae two hundred different national and racial groups 
fashion.1 eh cach having lived formerly in its own traditional 
ages oth Sarist Russia there were at least seventy-six different 
alphabet: a se than Russian,2 some of which had no written 
Steat cour ¢ literacy of the population was very low. It took 
i a8e, and great faith in Russia, to attempt the moderniza- 


: 4 Commun} 3 : 
indeed 4 unity on so vast a scale. Success or failure, it was 


1 effort, 


ce or Promise (New York, Henry Holt & Co.. 1 
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: } ir telage of 
The revolutionaries were aided in 3 e page: 0! 
{arxist training that had lead th 
by a Marxist trains oe 
different groups : at Mt living. 
card belief in any existent European pattern . . 
‘ ° oie aqevetlor mC 
say, they realized that industrial and age developr 
’ ae O scientilic hi 
ect relationship to scientific 
could be expedited, first, by a din “ie =~. 
ings and, second, by dissociation from any European syste 
> 


ownership or any European legal conception of rights and dutie: 


They were thus enabled to present to those whom they tutored a 
very simple so-called communism that insisted on unity, co-opera- 
tion, and community. The land must produce for Russia, not 
merely for a small and local group—and so with industrial manu- 
facture or the conservation of water and natural resources. 

Now, a primitive group cannot—in a short period of time—be 
given understanding of abstract theories or of legal systems. It can 
however be forced to change its way of living and to adopt another. 
But it must be a way of living such that every action is related to 
every other action and to some practical and useful end. That is 


to say, it must be simple, practicable, communicable in terms of 
action—and not depend 


Northern Russia and Sibe 
had been peopled by gr 


to that they knew but ay of living, similar in kind 
example, it enlarged he on ssed of enormous advantages. For 
whole of Russia. 


No ] 


P to include the 
community confined ¢ ere 


oe ’s conception of 
no longer peopled by thor’ tho fect 28e- Near-by villages were 
therefore be regarded Sit. e lived by a different code and must 
Villages, near-by or Susp 1C10 


Y 01 ; nN or even hostilit Other 
regarded a, rem ility. 

veri. oe entitled ¢ Ea lived by the Same code nas must be 
of patient — won by all. The task of 
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methods of, for example, agriculture by scientific ‘study and 
education. The obstinate kulak was removed—and the field was 
clear for modernization. 

Dr. Sun Yat-sen, after some study of Russian achievement, 
came to the conclusion that methods somewhat similar if applied 
to China would be marked by three stages. These were: 


(1) Military unification. (3) Constitutional government. ! 
(2) Political tutelage. 


Russia, by heroic rather than civilized methods, has made 
marked progress in the first two Stages, military unification and 
political tutelage. She has provided, and insisted on, education; 
in twenty-five years she has converted her people from almost 
total illiteracy into assiduous readers. It is said that over eighty 
per cent now read eagerly not only the works of Lenin and Stalin 
—though these of course hold the chief place—but also transla- 
tions of English, American, French, and other classics. These 
classics include fiction; apparently books such as Tom Sawyer and 
Robinson Crusoe have a Russian appeal. 

So much for Russia’s immense achievement. One cannot know 

_ yet whether Russia’s rulers realize the inevitability of Sun Yat- 

sen’s third stage—something of the nature of constitutional 

government. It would seem that they still think in terms of the 

method. Every situation is treated as emergency, and may 

€ critical for Russia at this time. The talk is of “victory 

ral front”, or similar military phrases; rewards are 

essful efforts beyond the ordinary in the “battle 

er justifiable this may be at the moment, 
Vv e that Russia’s rulers ever think 
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e of sponianeous co-operation in aenes of Ps : 

f the State.” In these days th mai 
including Russia, 1s that of ed 

dly committed herself to this roa 
whether her leaders know whithe: 


the maintenanc 
not force, is the basis 0 
open to the nations, 
Russia has wholehearte 
remains a question, however, 
it is leading them. 


Ii] 


And at this point someone may say, “But how can we talk about 
Russia? We are wholly out of communication with Russians; and 
such information as we occasionally get from within is inconsis- 
tent, contradictory, and unreliable”. The reply to which is that 
of course any information we may get must possess such a charac- 
ter, because what we are watching is a rapid and disorderly 
growth from a collection of primitive, illiterate, small communi- 
ties to a geographically large, co-operative, and literate com- 
munity. For there is no such entity as Russian communism; there 
1s a Russian community; and those of us who are optimistic must 
hope that we are watching a rapid, somewhat chaotic growth to 
responsible, self-respecting nationhood. 

_ The Cvent Is not new in history. A revolution occurs and there 
1s established a dictatorship of the proletariat. 


cession to power b 
» rea i i : 
Siussiat and or Imagined, They thus get rid of many of those 


persons who, in ordinary 
es. nd at once the void thus created 
use affairs refuse to Manage themselves. 
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ment. There was at once a howl of indignation, but when he 
courageously repeated his assertions some months later there is no 
record of any recrudescence of anger. Perhaps in the meantime 
the group had canvassed its members to discover which of them 
was willing to take, and capable of taking, the responsibility. 
There is no such entity as Russian communism. The Russian 
community is developing and, chameleon-like, continually chang- 
ing its character. The man of education and science, for example, 
is no longer forced to live, if permitted to live at all, on rations 
less than those allowed the worker. On the contrary, he is given 
monetary and other rewards far above the ordinary worker 
standard—and the value of education itself acknowledged in its 
extension to every member of the community. Doubtless the 
scientist is still closely watched by the police—and with reason, 
from the rulers’ point of view: for uneducated persons cannot 
control the thought and actions of those with superior training. 
Indeed it is highly probable that an internal crisis is fast 
_ 4pproaching Russia; her next difficulties are more likely to be 
___-within Russia than outside. She has enlarged the Russian com- 
_ ‘munity; but she has cultivated hostility to all other communities, 
___ In other words, she has substituted one variety of primitive con- 
trol for another; but with the advent of literacy and skill, the 
itive type of control is doomed. She has done well to develop 
_ education within her borders, but that 
> continuance of primitive methods incon- 
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lian blackfellow, the Trobriande Saad 
ine aga many others. These different organizati 
ase See gocial cultures—and, historic all 
Shore been many cultures bat--only..one —— a 
demands brief explanation. Ihe more we stu 4 Seal ane 
ancient peoples in Mediterranean Europe, Asia, FS — 
astounded are we by the high development of technical skill o 
many and various kinds in these ancient peoples. ‘Yet all these 
cultural developments disappeared, humanly speaking; they are 
represented now merely by relics that are excavated and studied 
by the scholar. 

__ Even the American continent can show its Mayan and other 
cultures. These cultures seem always to have collapsed, at least 
finally, as a result of invasion from without—a fact of observation 
that has led to many curious theories of an aging of the social 
organism. Yet it is obvious that the development of what is termed 


given group demands a balanced 
groups for its perpetuation. This 


and almost mathematic- 


Operation within which one lives 
the child hase —o been Studied in sch | 


: ._ School and playground b 
P in the University of Toronto. Tt is also : 


atell: : oronto and elsewhere that those 


: t cultures, that the 
“Mnitely limited geo- 
“4Y 180 . 
= ne of many factors that have 
pend Series, No, 18, An Evaluation 
D. Salter (Toronto, University 


limitation within 


actively relating her own development 


in the world, one mus 


is that of Crete or Ur. 


of communication, this need 
in ancient times. 


Note: Those who find this general topic important will be interested 
in a recent paper by Sidney B. Fay, ‘“‘The Idea of Progress”, 


The American Historical Review, Vol. LII, No. 2, January, 1947 
a te a . 
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and develop existing social standards; no Canada, South Africa, 
Australia to support such standards. Relative to the world as it 
then was, the crises of the fifth and tenth centuries were more 
wholesale than that we face at present. And it was then that the 
Christian Church arose to maintain and develop civilization. 
Christopher Dawson says, “At the very moment of the fall of 
the Empire in the West, St. Augustine, in his great book, Of the 


ed . - had set forth the programme which was to inspire the 
=e theme age. He viewed all history as the evolution of two 


Worlds. scp en. Sion and Babylon, the Church and the 
é not condemned as such,”’ 


the Baby ONS swept of God Should be established on 
©*510n should aia = > and those who had served 
doctrine ee no doubt that a very 
Oa eae y the Europe of that 

L: ga portant as sed with, the 


Ga tumber Of The P acific Spectator, 
cerns ay ™ what he terms the 
Dove bei £ a guildsman 
nother aspect. He was 

Baa 


Tuere have been many cultures, but only one civilization, 
European culture in the fifth and, again, In the tenth century 
faced crises at least as serious as those which afHict us now. The 
one threat of chaos followed the fall of Rome; the other followed 
the collapse of the Carolingian Empire. And the world was 
smaller then than now. There was no United States to maintain 
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not, properly speaking, a citizen, but he was a member of 2 
society that theoretically included the whole world and actually 
did include most of western and central Europe. He was a 
Christian’. * 


However simple and apocalyptic the doctrine in origin and 
acceptance, it had the effect on Western civilization that Radin 
describes. It transformed what had been merely another culture 
into a civilization. Every man felt himself to be participant in the 
work of the Church and felt therefore that his chief duty was that 
of co-operation with every other person of any diverse race or 
kingdom in the service of Sion. And in small agrarian centres rose 
those great grey abbeys and churches, many of which still stand 
as witness that the builders were, even in the most humble daily 
round, consecrated to the service of a far-reaching conception of 
human destiny. For many centuries, and in spite of wars and 
disturbances, the doctrine of human co-operation remained the 
guiding spirit of the developing civilization. 

The findings of the older psychology, for example that of James 
Ward, William James, J. F. Herbart, are more in accord with the 
medieval ideal than the odd excursions of some modern psycho- 
logists into the psychotechnical area. In his article on psychology 
in the ninth edition of the Encyclopedia Britannica, Ward points to 
the human need for what he, following Herbart, calls complication. 
The human individual, to retain interest in living, must con- 
tinuously throughout his existence complicate, or make more 
complex, his relationship to the world of men and things about 

im. He is of course forced by his limitations to some degree of 
specialization; he cannot simultaneously develop knowledge and 
skill in all directions. F urthermore, the growth in capacity must 
include social as well as technical skills—human relationships as 
well as abstract sciences or philosophy. This last, human relation- 
Snips, is perhaps the great contribution of Janet, Freud, and the 
Psychiatrists generally. The medieval ideal of civilization safe- 
Suarded this human need by setting no bounds to human partici- 
pation in the civilized activities of others. No four or five year 


Plan was allowed to interfere with the almost infinite possibilities 
uman social development. 


nag tern Civilization, then, may be regarded as the one out- 


3 ™g experiment in the development of the almost endless 
: fora Vat Conversa tion”, The Pacific Spectator (Stanford University, Cali” 


1947, p. 6. 
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possibilities of human social capacity. #rom_ 
point of view, no casy realization of an ideal of me 
comfort can be sufficient; any present accomplishment 
short of what is possible and be open to improvement. 
and the church began the arduous task by instruction 
Trivium—grammar, logic, rhetoric. This instruction was « 
the most important contributions to general education ever made 


From 


it is still the important element in all education. The Trivium 


taught intelligent students to express their thoughts in articulate 
fashion and, having expressed them, to subject their thinking to 
rigorous logical criticism. This led to discussion, learned disputa- 
tion, and the improved communication of ideas. And this again 
in due time, led beyond the learned disputation of mere Seections 
to mvestigation of the facts about which assertions were made. 


atement but that it. inevitably 
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which is entirely different from the small . ommunities j 
Christian experience was first formulated”’. 1 
Put in other words this means that from the sixteenth century 
onwards we began a rapid descent from a real 
the mere cultures—the types of social organization that change 
and pass, leaving only historic traces. The tendency to exaggerate 
the importance of technical and material discovery and to ignore 
study of the social and collaborative aspect was strengthened by 
the development, from 1 752 onwards, of a gross misinterpretation 
of Quesnay’s teachings and the doctrines of the French physio- 
crats. Quesnay’s Tableay Economique and his Maximes were mis- 
interpreted to mean that the only effective human motive was self- 
interest, that study of social organization was, strictly speaking, 
unnecessary. 
This was not Quesnay’s doctrine: he was a clinician, physician 
at the Court of Louis XV of France, and a careful, professional 
| observer of human beings. He claimed that there is a natural and 
essential order of society such that, if a number of individuals work 
together to achieve a common purpose, a harmony of interest will 
develop amongst them to which individual self-interest will be 
subordinated. This is a very different doctrine from the claim 
that individual self-interest is the solitary human motive. More- 
Over, in our industrial studies we, like many others, have found it 
to be as true to-day as in Quesnay’s time that individual self- 
interest is eagerly subordinated to the group. Whether as anthro- 
Pologists we study a primitive race or as industrialists we study 
some part of the modern complex and chaotic scheme, we find, 
either in the natural wilds or in the modern city, groups of 
individuals who find their happiness and such sense of personal 
Security as may be in the subordination of an individual to a 
Common interest. The solitary who works alone is always a very 
unhappy Person. 
T € importance assigned to humanly inadequate economic 
uc during the eighteenth and nineteenth centuries was one of 
itera dh scarsse. of civilization has suffered. Iti 
always the larger that controls the lesser purpose, a eae the 
a lisappearance of the larger ose of a Christian civiliza on in 
4 — all nations or knell find a place and function—with 


civilizati on towards 


of this ideal, the ancient rivalry between 
of Progress”, The American Historical Review, Vol. LII, No. 2, January, 
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different groups and cultures revived in full loree. | 

purpose that shall unite the different nations in a sing] 

4 common ideal that shall reconcile the various groups 
particular geography—these have disap P pated leaving ir 

place only the ancient military type of unity that presents a hostile 
front to all who differ. And as the will to co-operate diminished. 
the sense of personal security diminished also. 

In the modern world the sense of security must depend on 
intelligent organization that takes careful account of all the group 
interests involved. As investigators, we have often noticed that 
where co-operation is maintained between the individual and his 
group, the group and the union, the union and management, the 
personal sense of security and absence of discontent in the indivi- 
dual run high. The International Ladies Garment Workers 
Union is an instance. No money 
and quiet thus gained. But wh 
contrary is true, Management 


d the Importance of gaining the trust and confi- 


Yet, if any group 
excluded, the inevitab] Purpose of an organization is thus 
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is 
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Fay says that the churches have failed to study the changing 
character of our civilization, It is not f 
theologians and pastors to study 


or me but rather for the 
the extent to Which they have 
he early apocalyptic beliefs of 
Sway over the minds of men. 


ve failed to supply the requisite 
material for the consideration of the churche 


and one contributory: 


1. The scientific and technical problems of supplying the com- 
munity’s economic and material needs. 


2. The Scientific and technical problems of effective communica- 
tion and co-operation. 


Finally there is a contributory group of problems, namely: : 
3- The problems involved in the systematic ordering of operations. 


Only by developing knowledge and practice in these three areas 
all we be able to contrive an issue from our present ao a 
€ immense changes of the last two centuries have elect 
the traditional social balances. Material and technical ac — 
Ments have Outpaced free communication between “aa eee . 
Capacity for Spontaneous co-operation. Study of the — Non 
ow beginning—at a critical moment when t . ne 
*8Norance of the facts of social organization has become ala co 
Owing to this general ignorance, the political leaders in 
enntties have 


Introduced another unfortunate complication by 
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Now compulsion has never succeeded in en 
spontaneous co-operation. In Byzantium it — oop 
succeed for several centuries, owing in part to obviou 
need, and in part to an apparently efficient civil service 
in Byzantium the popular will to collaborate ul umately withe 
and died under the conditions of external and interna] ; ompul 
sion: and another culture disappeared. The will to survive and 
co-operate must come from within; will, not force, is the basis of 
the State. At the moment the churches, like the rest of US, are in 
need of new knowledge; and the urgent problem, social and 
political, of the present is where we can look for the new know- 
ledge that shall aid the churches and all of us in understanding. 

And, at this point, I am happy to be able to turn away from 


century, 


rr . 
infiniea ae 8radually ; i various aspects of the reports. 
not a - “Omplicateg pWwledge at human situations 
followed, ane £0 describe os textbook descriptions. I 
the movemens ice | Only eee of understanding that 
Part in ig, 7 °8,Well. od the F aculty in 1926, when 
ven know punt claim to have played 
that I was ee 


of the School el | 
administrative princiy n al 
hastened by the war. During the 
discovered, peshaps to their su 


fitted to apply thei r knowledge to tl 


some other person better 
some day give adequate attentior 
done. Harv ard University has alrea 


be i 


: 
ay 
like, in saying farewell to my colleagues, t 
that I, and my associates, owe them. Fave 
they will continue work so well begun went th 


will provoke and stimulate simil 


‘ ar fa 
recognized Tr: 


very confidence tl 


ry | 7 
CNIs Ocnool 


} 


nas 


Pe) 


that 
1at their initiative 
ar studies elsewhere. 


But I should 
> acknow ledge the debt 


APPENDIX II 


SruDIES OF THE DEPARTMENT OF INDUSTRIAL ReEsEARcy 
a GRADUATE SCHOOL OF BusINEss ADMINISTRATION 
HARVARD UNIVERSITY 


by Professor Grorce F. F. Lomparp 
1926-1945 


A sRiEF description of the major studies of the Department of 
Industrial Research may be of interest to other research students 
at this time. These studies have not been fully reported for a 
variety of reasons. Important among the latter is the fact that 
studies of what is important to a particular person or group of 
persons are difficult to report without revealing the names of those 
who have willingly contributed to the researches under the 
promise that their anonymity will be preserved. The passage of 
ume and the collection of a wider range of data make problems 
such as these easier to overcome. Some of the studies here listed 


are being prepared for publication; it may be possible to issue 
others later, 


The Department of Industrial Rese 
when a special research committee ( 
Industrial Physiology) was a 
the financial help of the L 


ustry and into the industrial efficiency 
€ginning it was clear that there were 


nt conditions of work, 
type of inquiry concerned 
. M an industria] ; 
Situa tion” Strict plant itself could not 
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Elton Mayo has characterized explanations of human 
; , 1 r > : ae yk 
jour in industry at the time when this work began as follows 


. . The industrial arena was haunted by individuals each of 
whom seemed assured that the abstractions he expressed—economics, 
politics, psychology of efficiency—were adequate to the special 
problem he studied. All these logics had to be tentatively set aside 
on the ground that they might be derivations rather than the 
achievement of logico-experimental investigation. In every instance 
the particular situation had to be studied, and without preconceived 
determination. In every instance care had to be exercised to account 
for the simple and the obvious, for the simple and obvious facts are so 
firmly established in the awareness of industry that they are apt to be 
disregarded. } 


The work, then, had to start, not with known facts whose uses 
were to be discovered, but with Inquiries to discover what the 
simple obvious facts of human situations were that were important 
when an aspect of the problem was to secure action. These simple 
and obvious facts were of three kinds: physiological, personal, and 
social. The Fatigue Laboratory worked with facts of the first 
category. Problems of the personal and social became the concern 
of the Department of Industrial Research. 

Activities of the Department may be divided into three periods. 

€ first, extending approximately from 1926 to 1932, was a 
Period of intensive, exploratory research. In the second period, 
ftom about 1932 to 1936, the chief activities of members of the 

“partment were assessing the. results of the exploratory period, 
testing newly formulated hypotheses through more research, and 
ae the implications of the researches for business adminis- 
. a In the third period, beginning about 1936, members of 
a econ began to emphasize more than in earlier years 
tration iatag of ways of communicating to students of adminis- 
oa: closed methods and points of view which the studies had 
means ty; a activities of these three periods were by no 
fitst per; — exclusive. Research workers were trained in the 
less, =Stee ie research studies were made in the last. N everthe- 
Member, . Some difference in emphasis in the activities of 
difference € Department during these three periods. This 
paderstanding ted stages in the growth of the Department’s 
beings in ind of the Problems of securing action through human 

4strial situations, 
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Early Exploratory Research: 1926 to 1932 


studies (numbered 1 and 2 below) were chiefly use- 


liest ive studi 
The ear and more intensive studies 


imitt the longer 
delimiting the need for di 

Se elovied. ca the same time they marked out three of the 
major lines of study which members of the Department were to 


follow in later years. | 
1. Exploratory studies of phystological, personal, and social factors in a 


work situation. Some aspects of this study, the relations between 
the expenditure of energy and output as affected by emotion and 
attentive effort, have been published in “The Quantitative 
Measurement of Human Efficiency under Factory Conditions’, 
by Osgood S. Lovekin, in The Journal of Industrial Hygiene. } 

2. Another early study explored the relation to a work situation of the 
broad aspects of community life. In a small town, the home of a large 
industry, members of several racial and class groups which were 
geographically and socially separate in distinct residential areas 
were brought together in the factory in a way that limited the 
effects of administrative action which ignored these factors, often 
seemingly irrelevant to issues arising in the business. In a similar 
way action which started in the factory often affected the wider 
community. — This study is partially reported in The Wertheim 
Lectures on Industrial Relations, 1928.2 

not using too much hindsight to say that these 
terminants of action in an 
(1) the individuals and (2) the groups 
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rent situations. Differences in the reported results of other investi- 
gators and hypotheses of the research group were noted and 
thoroughly discussed. 
The results of this study gave additional support to the con- 
clusions of the Western Electric studies which were reported in 
the chapter on the interviewing method in Management and the 
Worker. Indeed, this chapter may be looked on as a report on 
the methodology developed during both studies. These studies of 
students explored the structure of an individual’s thinking and its 
relation to his capacity to take co-operative action with others for 
a common purpose. These studies concentrated in particular on 
the problems of those who have difficulty in so contributing their 
efforts. This negative side of the ingredients of co-operation, in 
conjunction with the other studies, helped throw light on the 
nature of an individual’s adjustment to group life. 

4. Studies carried out in connection with the Western Electric Company. 
These studies, among the most important on which members of 
the Department collaborated, many aspects of which have been 
adequately reported, will not be discussed here, except to point 
out that in the beginning the experimenters were concerned with 
determining how factors in the physical environment, such as 
lighting and rest periods, affected the way in which workers co- 
operated in the job at hand (the early test-room studies). These 
experiments pointed to a different variable, the attitudes of 
workers to their jobs, as being controlling, and led to the inter- 
viewing programme. The latter in connection with the next study 
to be mentioned showed a need to explore the determinants of 
co-operation in a social group: the factors that make for social 
integration and unity of purpose, on the one hand, or disruption 
and discord, on the other. This aspect of the study at the Western 

Electric Company became known as the Bank Wiring Test Room. 

5. The studies of what became known as ‘Yankee City’. These 
researches are reported in six volumes in the “Yankee City Series” 
published by the Yale University Press.2 These studies were 


_: J. Roethlisberger and William J. Dickson (Cambridge, Mass., Harvard 
University Press, 1939), Chap. XIII. Sey : 

Re Warner and Paul S. Lunt, The Social Life of a Modern Community (Yankee 
“pity Series, Vol. I, 1941); W. Lloyd Warner and Paul S. Lunt, The Status System of 
| Community Prasiiae City Series, ak a 942); W. iors Fee ered 

Social Systems of American Ethnic ankee City Series, Vol. III, : 

ees oe Te et tem of the Modern F. (Yankee 

s, Vol. IV) in preparation; W. Lloyd Warner, American Systems 

’) in preparation; W. Lloyd Warner, Data Book for the 

Series, Vol V1) in preparation. | 
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of the society”? and ‘“‘determine the basic outlook of an indi- 
vidual”, ° that is, his adjustment or maladjustment to society. 


Formulating and Testing New Hypotheses: 1932 to 1936 


By this time the major lines of growth in the Department’s pro- 
gramme, as suggested by early studies, were beginning to emerge. 
It was becoming clear, for example, that a major part of an 
administrator’s task was to provide satisfactions for those contri- 
buting their services to the organization as well as to promote the 


purposes of the enterprise itself. It seemed that an administrator’s 
function was not to consider these 


but to integrate both in the actio 


group. The ways in 
these were related to a 


Since many of 
na had to do with the 
tion in any society, not 
had to be tested in a 
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not industrial, These studies, reports of which have been published 
in The Irish Countryman, by Conrad M. Arensberg,! and in Family 
and Community of Ireland, by Arensberg and Solon T. Kimball, 2 
analyzed several aspects of community life in Ireland, including 


the economic, in terms of the family relationships which ordered 
that society. 


8. Studies at the Norfolk Prison Colony. These studies developed, 
in collaboration with others, a classification for the treatment of 
prisoners based not on the crime they had committed but on the 
underlying factors in their situation which resulted in crime. This 


Classification is described on pages 136 and 137 of The Development 


Walter H. Commons, Thomas Yahkub, and Edwin Powers. 3 
dual’s social adjustment. In 
this period, to give the researchers a wider background of familiar- 
ity with personal ‘situations other than those found in a graduate 
school of a large university, investigations were begun in conjunc- 
tion with the out-patient department of a large- metropolitan 
hospital. These studies, carried on for a number of years, enabled 
members of the Department to check the results of their studies of 
individuals against the situations of a broad cross section of the 
population. A general restatement of the results of this investiga- 
tion can be found in Elton Mayo’s paper, “Frightened People’. 4 

10. Studies of unemployment. Other studies of the period included 
clinical case studies of unemployment, which resulted in teaching 
material and articles by Professor Benjamin M. Selekman. These 
studies further explored the relationships existing between an 
individual, the organization employing him, and the wider 
community. 


Communicating a Point of View: 1936-1945 

In 1935 and later years, members of the Department partici- 
pated in Professor Philip Cabot’s Week-End Discussion Groups 
for Business Executives, a series of meetings designed to present 

oblems of human and labour relations from several points of 
In 1936 the Department offered its first course, Human 
Administration, for students in the Harvard Business 
tivities initiated the Department’s experiments 


APPENDIX II 
138 | 7 
in training graduate students and men of an So ] 
research workers, in the point of view which t aes a | 
gramme had developed. These experiments = ‘a 
continued at the post-graduate level at Radc iffe Co lege 
undergraduate level at Harvard College, in several of a 
time training schools established at the Harvard Business School, 
and at other schools. ‘These courses, several of which at first 
emphasized the handling of special human problems by ‘“‘staff’’ 
experts, moved rapidly in the direction of making a contribution 
to the techniques used by a “line” administrator in taking action. 
Because experience showed the effectiveness of the case dis- 
cussion method as a teaching medium, members of the Depart- 
ment gave more and more attention to developing such material. 
One result of these efforts was the book entitled Social Problems in 
Labor Relations, by Paul Pigors, L. C. McKenney, and T. O. 
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pe A Se Saas ed case material, Particularly in recent 
€ research studies mentioned below were 


undertaken with the develo | 
Sean pment of such material as a primary 
Among the research studies of this 


mentioned. The studi : period, the following may be 


ere all direct] 


tion on the 
perso 
€ importance of foreman- 


lement in q depressed coal region. These 


; in an a ti - 
eon, Jt. The : Depressed Coal R Tticle entitled 


lored practical a pr W. Richard- 


N-directed ; : iterent ee 
vlews Inte . Organizations as 
ship between oh “°Mpensation, wane Programme were related 
© social aNnization srae developed the relation- 


e : ; 
companies studied and 


> 1941; Part LBS Vol. I, No. 35 


STUDIES OF THE DEPARTMENT OF INDUSTRIAL RE 


ly SF LR Ly 


the compensation systems which they used. The investigation 
showed that the way a compensation system was administered was 
as important in determining its results as an incentive as was the 
system itself, 


14. Studies of management, salesgirl, and customer relationships in a 
department store. ‘These studies came to centre on the relations 
between salesgirl and customers. This relationship, foreign to 
a factory situation, was found to be significant in determining 
the volume and the type of service a salesgirl gave as well as in 
determining the form of the executive organization. 


15. Studies of an industrial community seriously affected by unemploy- 
ment resulting from technological change. Extensive field work in such 


a community was carried on, but the work was interrupted by 
the war. 


16. Clinical studies of management-union-community relations as 
revealed in arbitration proceedings. The purpose of these studies was to 
explore the totality of factors in all their interrelations that enter 
into that area of human relations that is known as labour relations. 
A full report of these studies by Professor Benjamin M. Selekman 
is in preparation. 

17. Studies of management-worker relations under the conditions of rapid 
expansion in industry that existed during the early war period. These 
studies were made in two parts: 

(a) A comparative study of twelve to fifteen rapidly expanding 
plants. The results of this study were incorporated in the Job 
Relations Training Programme of the Training Within Industry 
Division of the then Office of Production Management. 

(b) An intensive study of one rapidly expanding organization. 
This study explored in detail the ways in which an expansion 
programme affected the techniques of administration and form 
of organization that had been found successful in a “‘family- 
organized” company of three hundred to four hundred persons. 

Certain aspects of these studies contributed to Professor 
Roethlisberger’s article, ““The Foreman: Master and Victim of 
Double Talk”,1 

18. Studies of absenteeism in war industries. These studies have been 
Published in Absenteeism: Management’s Problem, by John B. Fox 
and Jerome F. Scott.2. These studies explored the extent to which 
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absences of workers in spite 
management can control the 


factors external to the work situation which tend to increase them 
The report showed that favourable results will occur when the 
workers, if given a chance by management, develop this responsi- 


bility for disciplining themselves. 


19. Studies of labour turnover. These studies have been reported in 


Teamwork and Labour Turnover in the Aircraft Industry of Southern 
California, by Elton Mayo and George F. F. Lombard.* This study 
characterized the objective of an administrator’s job in the area 
of human relations as building the persons under him into an 
effectively working team and developed a tentative classification 
of teams based on how they are formed. 

These varied studies contributed many new insights to the 
Department’s understanding of the problems of organizing, con- 


s§ 
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